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ABSTRACT
This study introduces the theory of Legitimacy-based Reciprocity to answer the research
question identifying the barriers and enablers of implementing a hybrid sales control system.
Legitimacy in terms of this research is proposed as:
•

A power structure based on consent existing in an organization and that there
were those who ultimately selected policy and those that had to agree to follow it.

•

Subordinates had to be permitted to help craft the policy and saw value in its
existence and enforcement through proof that it directly affected their sales
results.

•

Those in power were required to actively participate in the policy measurement
with the subordinate to validate its existence and demonstrate commitment to it.

Reciprocity is proposed as:
•

Common respect between sales leaders and sales leaders demonstrated and
reinforced through the continual mutual participation and execution of policies.

Together these concepts are utilized to explain to practitioners the required strategies,
tools, and behaviors necessary for successful implementation of a hybrid sales control system.
Data analysis began with interviews of sales leaders and salespeople and were conducted
within a grounded theory methodology and coded. The analysis of the transcripts resulted in six
axial code categories:
•

Alignment on Process

vii

•

Selection of the Process

•

Proof the Process Works

•

Only Capture What is Useful

•

Formal Defined Process

•

Reinforcement of the Process

These codes, along with the researcher’s memos, were further analyzed to develop a
central/core theme or selective code of “alignment” between the salespeople and the sales
leaders. Three constructs based on the axial and selective codes were then created for
development of a theoretical model and ultimately a theory useful for both research and practice.
These constructs are defined as:
•

Mutual Agreement of Process Structure Based on Value

•

Consistent Engagement and Collaboration

•

Formal Expectations Defined and Made Clear

This study produced the theory of Legitimacy-based Reciprocity to explain whether an
implementation of a hybrid sales control system will succeed or fail. Based on the theory, all
three constructs are required to enable a successful implementation and a lack of any of these
constructs would introduce a situation where barriers to a successful implementation would be
highly likely.
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CHAPTER ONE:
INTRODUCTION
Introduction
This study introduces the theory of Legitimacy-based Reciprocity as a management
theory for sales practice and academic research. The goal of the theory is to provide guidance to
sales organizations that need to employ a sales process that incorporates behavior-based and
outcome-based measurement systems, to provide leading and lagging indicators for predicting
and driving sales results. The current literature on this type of sales process, referred to as a
hybrid sales control system, and associated theories, neither fully explained nor helped the
researcher to fully understand the phenomenon as it was observed.
A grounded theory methodology was then selected to identify a different theory or a
possible new theory that could address the phenomenon and extend the sales control system
research domain. Interviews conducted with salespeople and sales leaders along with the
researcher’s notes about the study were used to create 76 initial codes that were combined into
six primary categories of data identified for a successful implementation. These were further
reduced to a single common descriptive code that related all of them together.
These new codes were developed into three major constructs, which formed the elements
for a theoretical model that helps to explain the phenomenon. The theory emerged because of
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this model to explain how to enable and eliminate barriers for a successful implementation of a
hybrid sales control system.
Motivation
The researcher has over 28 years of experience in the fields of selling, sales management,
and sales operations. The researcher’s sales proficiency includes business-to-consumer and
business-to-business selling environments, and engagement with prospects and customers in
North America, Europe, and Asia. The researcher has managed sales teams with as few as two
and as many as 76 salespeople. The need to meet revenue targets, as well as successfully forecast
future sales has led to understanding the value of using both behavior and outcome
measurements in a combined, hybrid sales control system.
For the previous seven years, the researcher has been a consultant in the field of sales
process improvement and has implemented hybrid sales control systems for 18 different
companies in 14 different industries. While the same processes, tools, and approaches were used,
levels of successful implementation varied greatly. This led to the question as to why some sales
organizations achieved great successes while others experienced tremendous failures. A review
of the practitioner and research literature indicated existing research findings and theories in the
domain of sales control systems, however, none could explain the results observed by the
researcher.
The existing literature largely focused on theory-based situational characteristics of the
sales organization, market, and salespeople that drove the specific selection and implementation
of a hybrid sales control system. The problem faced by the researcher was that implementation
could not be dependent on those characteristics. It had to be successful, regardless of any
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characteristics and usefulness for any company. This emerged as a need for a different or new
theory that could be generalizable for any sales process.
Research Questions and Units of Analysis
The research question guiding this study is:
What are the barriers and enablers for sales leaders and salespeople to consider when
implementing a hybrid sales control system? The research question addressed the need to
understand what forces influence an organization’s ability to implement a hybrid sales control
system. The unit of analysis is individual experience of sales leadership and the salespeople
working within a formal sales control process. This is critical to provide insight into hybrid
control systems and how to implement them. Collecting data from management is important
because this group has the ultimate responsibility for the performance of the selling effort and
dictate how and what resources will be used to achieve organizational objectives. However, often
overlooked in practice, is the input from the salespeople who will be guided and managed by the
sales process; they have the greatest impact on the outcome of the implementation since they can
choose to follow or resist it. Any theories extended or developed must consider both viewpoints,
to be beneficial.
Background and Statement of the Problem
The evolving landscape of business-to-business selling is driving change in both selling
and sales management. New opportunities are creating new requirements for interacting with
existing clients and new prospects, and how those interactions are managed. This new
environment necessitates innovation and exploration into new areas of performance for sales
management for both practitioners and researchers.
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Many organizations rely solely on its salespeople to hit their quota, and deliver their
revenue (Weitz & Bradford, 1999). Despite new technology and capabilities of the internet,
business-to-business transactions require relationships and interactions with an effective sales
team. Salespeople need to execute and deliver consistent performance through their tenure as it
contributes to an organization’s success (Churchill et al., 1993). The consequences of an illperforming sales team can have long-term devastating effects on a company (Dubinsky, 1999).
The responsibility for driving salesperson success falls on the shoulders of the sales leader.
This is why effective management of salespeople is needed for a company to succeed
(Avlonitis & Panagopoulos, 2010). The job of a sales leader is more critical than ever for
ensuring that sales resources are being used for maximum effectiveness and that the manager is
engaged with the sales team. The sales leader role is increasing in importance and scope and the
job now requires the sales leader to be the interface between the seller and the other people in the
organization needed to support the sales effort (Schwepker & Good, 2010). Additionally, he or
she must continually focus on cultivating sales performance (Deeter-Schmelz et al., 2002). The
skills and capabilities of the manager are more critical than ever (Powers et al., 2014), as the job
becomes more complex and the financial stakes increase (Shapiro et al., 1988).
The way companies sell has changed significantly over the previous 15 years, affecting
the needed skillsets of the salespeople (Powers et al., 2010). The sales role is no longer an
isolated function, but now requires cross-functional support for immediate and long-range
customer support (Storbacka et al., 2011). Increased attention on long-term buyer-seller
relationships (Weitz & Bradford, 1999), complex buying situations and diverse customer bases
(Piercy et al., 2012) all contribute to the need to sell products and services differently.
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The sales management role has changed dramatically, as well as the nature of buyerseller relationships change (Morgan & Hunt, 1994). The conventional viewpoint of sales
management has historically been that the most important responsibility was selecting talented
salespeople (Randall & Randall, 2001). Once the best sellers were hired, providing them with
incentives to perform was enough to ensure acceptable outcomes (Lancaster & Jobber, 1994).
Many organizations elect to not rely solely on the talent of the salespeople. Instead, they
use a system and standard work to ensure that the sales team members are functioning as
efficiently and effectively as possible. New developments and trends in selling and sales
management are creating demands and opportunities that require adaptation and new approaches
on the part of both sales organizations (Jones et al., 2005) as the role of the of the sales leader
moves from scorekeeper to facilitator of the sales process (Corcoran et al., 1995).
Within the academic sales literature, the term “Sales Control Systems” was first
introduced by Anderson and Oliver (1987) as “an organization’s set of procedures for
monitoring, directing, evaluating, and compensating its employees.” They further classified the
types of systems into two categories: behavior and outcome. First, the behavioral control systems
focus on dictating and measuring the actions of the salespeople. This approach requires
significant hands-on effort by the sales leader but provides significant insight into the use of
sales resources. Second, the outcome control systems provide the sales leader a “hands-off”
approach that simply measures the revenue produced by the efforts of the salespeople.
While the authors stated the two control systems are opposites, they did recognize that
most companies use a combination or “hybrid” approach. They included metrics for companies
to consider when determining the optimum amounts of both behavior and outcome systems.
These include management involvement, a combination of the level of supervision, contact, and
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direction provided by the sales leader to the salespeople, as well as the levels of
subjective/objective evaluation and the amount of salary in the total compensation. They
presented four theories to support their position that could be used to determine the mix of
systems: Agency Theory, Transaction Cost Analysis, Organizational Theory, and Cognitive
Evaluation Theory.
Overview of the Literature
This dissertation research seeks to address this issue by looking past the characteristic
selection of salespeople and investigate the factors that an organization must consider when
implementing a hybrid sales control system. Since the end goal of any sales organization is sales
performance, any hybrid sales control system must be accepted by the organization as the
procedures it will use to drive revenue. Acceptance begins at implementation, which is the key to
this chain of events that ultimately drives sales performance (Inyang & Jaramillo, 2020). Table
1.1 provides an overview of the literature reviewed and summarizes the research methods,
samples frames, and theories in these articles. No articles were found where grounded theory was
applied.
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Table 1.1. Literature Review Summary of Antecedent Articles
Samples

Articles

Salespeople

5

Sales Leaders

6

Sales Leaders and Salespeople
Methodologies

1
Articles

Survey

11

Interviews

1

Grounded Theory

0

Literature Review/Meta-Analysis

11

No Study Conducted
Theories

Articles

Agency Theory

11

Organizational Theory

7

Transaction Cost Theory

10

Cognitive Evaluation Theory

3

Contingency Theory

1

Control Theory

1

Fit Theory

1

Vertical Dyad Linkage Theory

1

Relational Exchange Theory

3

New Institutional Economic Theory

1

Resource-Based Theory

1

The articles used to generate known antecedents included five salespeople and six sales
leaders, both as samples within a single study. The methodologies that included an experiment
used surveys as the most common method of data collection. Interviews were used only once,
and in 11 articles, direct experiments were not performed, but provided literature reviews and
meta-analyses.
The three main theories applied the most in the literature were Agency Theory referenced
11 times, Transaction Cost Theory referenced 10 times, and Organizational Theory referenced 7
times. Control Theory and Cognitive Evaluation Theory were referenced 3 times each with all
other theories only referenced once.
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Based on an initial review of the relevant articles to the proposed study, there is clear
support that the three main theories are considered the primary and relevant theories to
antecedents to selecting a sales control system. There is also evidence to suggest that additional
research is merited as very few studies conducted actual experiments. Additionally, very few
utilized interviews to capture data.
The sales control literature has very little research on the antecedents to system selection.
The articles that do exist, focus on either behavior or outcome-type systems. While there are
references to hybrid-type systems, the literature provides no theoretical explanation for selecting
one. This represents a gap in the literature and one that this research intends to address.
Concepts and Definitions
A list of concepts and the corresponding definitions is provided in Table 1.2.
Table 1.2. Concepts and Definitions
Sales Control System
Behavior Sales Control System
Outcome Sales Control System
Hybrid Sales Control System
Sales Leadership
Salesperson
Barrier
Enablers

The set of processes, requirements, and measurements that sales
management uses to monitor the effectiveness and sales
performance of their salespeople
Sales Control system that measures activities and effort
Sales Control system that measures only sales
Sales Control System that is comprised of a mix of behavior and
outcome elements
The senior most individual responsible for the sales department
within an organization
A salesperson in an organization who has been employed for the
purpose of acquiring revenue through the process of selling
Situations, beliefs, organizational culture, etc. that inhibit a
senior sales leader’s ability to implement a hybrid sales control
system
Situations, beliefs, organizational culture, etc. that facilitate a
senior sales leader’s ability to implement a hybrid sales control
system

8

Research Design
The design of this research is qualitative in nature and the grounded theory was used to
extend the current theories or develop/discover a new one that explains how practitioners can
implement a hybrid sales control system. This method was selected for two reasons. The first is
the limited nature of literature or theories available to explain the phenomenon of hybrid sales
control systems implementation. The second reason for selecting this approach is the
researcher’s experience in this area and understanding of the need to develop better guidance for
practitioners. Using a theoretical sampling approach permitted better questions to be developed
over the course of the interviews since the data collection, coding, and analysis occurred
simultaneously.
The initial data collection came from interviews with sales leadership and salespeople.
The interviews used a semi-structured approach. The reasons for this format are:
•

This is the best method to use for single interviews (Bernard, 1988).

•

This approach is easier for the researcher who is not highly experienced with
qualitative interviewing.

•

The researcher is familiar with the research area, so the questions developed are
relevant.

The coding of the data began with open coding after the interviews, to identify key
words, concepts, phrases, or similar ideas. Next, axial coding occurred to identify relationships to
create categories. The last stage of coding was selective coding to combine the categories to
begin to build the basis of the new theory. The researcher used note taking (a.k.a. memoing)
during the entire data collection and coding phases to capture concepts and ideas to aid in the
development of theoretical understanding. Interviewing and coding continued until a saturation
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point was reached and no new ideas or concepts were identified. Once there were no new codes
identified, the transcript was reviewed again to ensure nothing was missed or erroneously
classified. At this point, the data was reviewed to determine if a new theoretical understanding
had been discovered. A final review of the literature was conducted to validate any new theories
developed. Figure 1.1 provides the steps that the researcher performed with the ground theory
methodology.

Figure 1.1. Grounded Theory Approach

Findings
Qualitative interviews of six salespeople and six sales leaders identified 76 unique open
codes when the transcripts were analyzed. These codes were then classified into axial codes
based on the salesperson (12 codes) and sales leader (11 codes). These were used to identify
“alignment” as the common core category of this study. Next, a set of three constructs was
created to segment the axial and selective codes into constructs that would readily translate into
practice. These resulted in a conceptual model that indicated the conditions that results in the
barriers and a single enabler when implementing a hybrid sales control system. The final
outcome was the development of the new theory of Legitimacy-Based Reciprocity.
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Contribution
Research Contribution
The first contribution is an extension of the sales control system literature by providing a
new theoretical explanation as to how to implement a hybrid sales control system. This theory
can be used to develop new antecedents that are not based on factors, internal or external, to the
sales organization, thus providing a more generalized theory and approach for future research.
Practitioner Contribution
The second contribution of this study is to establish a theory to help practitioners
understand the requirements to effectively implement a hybrid system. Since this study utilized a
grounded theory approach, the research was very applicable to practitioners and could be
appreciated as something that could be applied in the “Real World.” A set of tools to guide sales
leaders can be developed from the results of this study, which will provide a guide for sales
organizations to use when implementing this type of control system.
The third contribution is the impact to the researcher as a management consultant in the
sales process improvement industry. Prior to this study, there was no generalizable theory that
could apply across any industry or sales organization structures. This study suggests that the
traditional top-down approach is ineffective. Having a new theory will enable a more reliable
method for implementing a hybrid sales control system. This will enable the researcher to easily
identify potential barriers and enable a higher likelihood of success.
Organization of the Reminder of the Study
In chapter 2 of this study, a review of the literature concerning the antecedents of sales
control systems is provided. This will support the justification for the need for a new research
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study in this area. In chapter 3, the researcher will provide the justification for selecting the
grounded theory approach, sample frame, and interview questions. Furthermore, the manner in
which data will be collected and analyzed is described. In chapter 4, a detailed description of the
data, the analysis and results of the research is provided. The researcher will then describe and
discuss the results in chapter 5. The researcher will also include how the research relates to the
original question and suggest directions for future research.
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CHAPTER TWO:
LITERATURE REVIEW
Chapter Overview
The researcher reviewed the body of literature to understand the theories, methodologies,
and samples currently identified. Additionally, the researcher focused on the antecedents of sales
control systems, and possible outcomes in the variables of interest. A total of 123 articles were
reviewed for this study with 23 being selected based on the focus on antecedents of a sales
control system, which was critical to address the goal of this study.
The literature was selected by conducting a search on Google Scholar with the following
terms: Sales Process, Sales Control, Sales Control Systems, Sales Management Control, Sales
Management. All articles that included research in the area of sales control systems were
selected for review. A conceptual model shown in Figure 2.1 was then created to segment the
articles into antecedents of sales control systems and sales control systems as antecedents,
mediators, or moderators to other aspects of sales performance.
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Figure 2.1. Conceptual Model for Literature Review
How Sales Control Literature Fits into the Overall Sales Literature
Controlling the efforts of the salespeople is a difficult, but necessary step (Quigley &
Bingham, 1995) in modern sales management. A sales control system is a combination of
policies, rules and procedures meant to monitor, direct, evaluate, and motivate the sales force.
Among the tools at a sales leader’s disposal, perhaps this is the most obvious means of shaping
salespeople’s attitudes and behaviors is the sales control system (Anderson & Oliver, 1987).
The role of sales control systems on performance has been well proven (Flaherty et al.,
2007) including its positive effect on driving revenue (Cravens et al., 1993) and its influence on
salespeople to drive results (Malek et al., 2018). The challenge for sales organizations is to
implement a control system at a sales organization that has operated without one. Especially
since salespeople spend much of their time in the field (Avlonitis & Panagopoulos, 2008) as
outside salespeople, or engaged with prospects and customers in the office in an inside role.
Sales control systems usually are based on one of two types of control: behavior and outcome
(Eisenhardt, 1985). Behavior control focuses on the activities within the sales process, whereas
outcome control focuses exclusively on the sales results of a salesperson (Miao & Evans, 2014).
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Behavior can be further broken down into activity control and capability control (Challagalla &
Shervani, 1996). Activity control measures the activities that the salesperson is expected to
perform, while capability emphasizes the development and use of selling skills (Miao et al.,
2007). This study will only consider the behavior and control model since further delineation in
the behavior control is not relevant to this study and most research has not focused on that level
of detail (Miao & Evans, 2012).
While the two types of process control systems can be treated as distinctly opposite,
many companies use a sales control system utilizing elements of both outcome and behavior
(Churchill et al., 1985). Using both behavior and outcome sales control systems is often referred
to as a hybrid approach (Darmon, 1998). Despite the lack of clarity on which to select, there is
evidence that a hybrid model outperforms either a pure behavior or pure outcome (Onyemah &
Anderson, 2009).
Organizations must however, select an SCS carefully (Malek et al., 2018) because
determining the perfect mix of hybrid control components is critical to successfully managing
the sales team in a way that aligns value for both seller and manager (Hussain, 2018). However,
the research literature does not provide a generalizable method for selecting the best mix of a
hybrid sales control system. Compounding the problem of selecting the best mix elements from
behavior and outcome is that the literature advises practitioners that there are still other factors
that could moderate the control system’s effectiveness and that managers must decide what they
think would work best (Oliver & Anderson, 1995).
Another approach for determining the characteristics of the SCS are the prevailing
theories in the literature (Stathakopoulos, 1996). Anderson and Oliver (1987) provided four
theories that serve as a basis for selecting the characteristics for the SCS: Agency Theory,
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Organization Theory, Transaction Cost Analysis, and Cognitive Evaluation Theory. The
fundamental question when considering these theories becomes which one to use to guide an
organization to develop a sales control system (Stathakopoulos, 1996).
Theories Used in Sales Control Antecedent Literature
Anderson and Oliver’s (1987) seminal article on sales control provided four theories that
serve as a basis for selecting a system: agency theory, organization theory, transaction cost
analysis, and cognitive evaluation theory. The articles reviewed for this study include those as
well as nine others driving the selection and use of variables as antecedents for sales control
systems.
Agency Theory
Agency theory is the most referenced theory in sales control system literature. It was
described by Eisenhardt (1985) as a way for principals to control the activities of the agents
whom they give authority to make decisions. The theory was developed as an economic and
accounting theory but has been used to describe why the company and salespeople have
incongruent goals. The salesperson wants to increase his or her personal income, but the
company wants to increase the company’s overall profit. The theory is used in the sales control
literature as a way to guide researchers in developing sales control systems for control systems
that attempt to align the goals of both the sales organization and the salesperson.
Organization Theory
Ouchi (1979) defined organization theory, in contrast to agency theory, by stating that
incongruent goals between the salesperson and the organization should not be assumed and that
salespeople can be convinced to align their goals with the organization. The theory also states
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that measuring inputs or outputs may be possible. This relates to sales control systems in that
salespeople can be convinced to share the same goals with the overall organization. However,
according to the theory, even if an organization has information about or data on a salesperson’s
activity, the sales leader may not know exactly what behavior is optimum to achieve desired
results.
Transaction Cost Analysis
In transaction cost analysis, organizations should only measure outcomes and ignore
behaviors because the market rewards the desired behaviors and punishes those that are
ineffective (Williamson, 1985). This theory directs managers to ignore behavior metrics because
it posits that salespeople will be successful if they are performing activities that lead to sales.
Conversely, behaviors that don’t lead to revenue generation are inefficient and cannot be
sustained. Therefore, the customer’s purchase is evidence that the salesperson performing the
desired behaviors so there is no need for the manager to spend effort on that type of
measurement.
Cognitive Evaluation Theory
Deci and Ryan (1985) developed cognitive evaluation theory to address motivational
features of outcome and behavior compensation systems. The theory suggests that people prefer
to decide what activities they will perform rather than have someone else dictate expected
behaviors to them. Specifically, the theory states that people are intrinsically motivated rather
than extrinsically motivated. This relates to sales control systems in that salespeople will perform
better with the behavior-based sales control system compared to an outcome-based sales control
system.
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Contingency Theory
Contingency theory, as described by Husain (2018), posits that there is no perfect way to
manage an organization because there are external and internal factors that affect management’s
use of appropriate control mechanism. This relates to the sales control literature by stating there
is no perfect way to design a sales control system, and whatever is selected by the sales
organization, is based on certain internal factors of the organization as well as external factors to
the organization.
Control Theory (Social)
Agarawal and Ramaswami (1993) define control theory within an organizational
framework as based on “performance documentation” and “procedural knowledge.” The authors
relate this theory definition to sales control literature by claiming that salespeople are good at
monitoring their behavior by themselves if they are provided data that indicates how they are
doing (performance documentation), and if they know how to change their behavior (procedural
knowledge).
Fit Theory
Fit theory, as defined by Flaherty et al. (2007) suggests that an organization’s
effectiveness will increase due to internal consistency among the characteristics of the
organization. This relates to sales control in that there is no single set of sales activities that will
be effective for all of the salespeople within an organization. However, one type of control
system may work for a particular organization based on the characteristics of the sales
organization.
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Vertical Dyad Linkage Theory
In vertical dyad linkage theory, “leadership is an exchange relationship that develops
within vertical dyads (such as sales leader to salesperson and salesperson to customer) over time”
(Dansereau et al., 1975, p. 46). The theory is used within the sales control literature to describe
how compensation is used to control the behavior and activities of the salespeople and sales
leaders.
Relational Exchange Theory
Bello and Gilliland (1997) define relational exchange theory as relationships that can be
created and managed through cooperation and flexibility. This relates to the sales control
literature by claiming that cooperative behavior within the sales channel provides cost
advantages and improved competitive resources.
New Institutional Economic Theory
(Ahearne et al., 2010) suggest that new institutional economic theory as a contribution to
the sales control literature by claiming that if a salesperson has a positive perception of a new
product when launched, the less effort he or she will expend to sell it because of the believe that
the product will “sell itself” (p. 766). This perception is magnified or reduces based on the sales
control system used within the sales organization.
Resource-Based Theory
Resource-based theory suggests that the people involved a firm’s sales and marketing
activities can are a component of an organization’s performance (Penrose, 1959). This relates to
the sales control literature in that the objective of this theory is to look for internal characteristics
that are critical for establishing and maintaining competitive advantage. Specifically, to motivate
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the salesperson to establish the value of the company within the market as well as add value to
the sales organization (Echchakoui, 2014).
Identifying Gaps in Literature
The articles used for this literature review provide theories to use as guidance for
determining the antecedents for sales control systems. However, the literature reviewed doesn’t
have theories that were developed or used to reflect the phenomenon as it was observed today by
the researcher. The research question presented in the study cannot be addressed by the current
literature; and therefore, a gap exists. Described as an action-knowledge conflict (Jacobs, 2011),
this gap exists because “professional behavior practices deviate from research findings or are not
covered by the research” (Muller-Bloch & Krantz, 2014, p. 8). Table 2.1 indicates the theories
used in the literature, describing antecedents for sales control systems with its corresponding
action-knowledge conflict gap.
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Table 2.1. Gaps in Theories Used in Sales Control Literature to Determine Antecedents
Theory
Agency Theory

Organizational
Theory

Transaction Cost
Theory
Cognitive
Evaluation
Theory
Contingency
Theory
Control Theory
Fit Theory

Vertical Dyad
Linkage Theory

Relational
Exchange
Theory
New Institutional
Economic
Theory
Resource-Based
Theory

How Used in Literature
Sales leader and salesperson will have
incongruent goals and sales control
systems should be designed to minimize
differences in goals
Incongruent goals between salesperson and
the organization can be minimized though
even if information is available about the
salesperson’s behavior, there is no way to
know if it is optimum to achieve the sales
results
Organization should only measure
outcomes because behaviors that fail to
lead to sales will not be sustained
Salespeople prefer to determine what
activities they will perform to close sales
rather than have the company dictate
requirements
There is no single method to manage a
sales organization and the sales control
system will be dictated by internal and
external factors to the organization
Salespeople will monitor their own
behavior if they are provided feedback that
indicates performance metrics
There is no single set of activities that will
be effective for all salespeople within an
organization
Leadership is an exchange relationship that
develops between sales leader to
salesperson and salesperson to customer
and that compensation is used to control
the salesperson’s behavior
Cooperative behavior within sales channel
partners provides cost advantages
If a salesperson has a positive perception
of a new product there is a perception that
the product will sell itself and the
salesperson will focus on other products
The sales process a company selects
should be based on its internal
characteristics
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Perceived Gap
The theory does identify potential barriers for a
sales control system, but does not provide any
direction on how to overcome them
The theory does not provide any guidance for
how organizations can minimize incongruent
goals between the salesperson and
organization. Additionally, it states there is no
way to specifically know which behaviors lead
to sales results which does not explain the
observed phenomenon
This theory states that behavior should not be
measured which is a critical requirement based
on the observed phenomenon
This theory states that salespeople should be
permitted to dictate their activities which
doesn't support the observed phenomenon
Internal or external factors of the organization
cannot be the basis for which a sales control
system is developed or implemented according
to the observed phenomenon
The observed phenomenon indicates that
managers need to monitor the behaviors of the
salespeople
Theory does not match the observed
phenomenon in that all salespeople need to
follow the same process in order for effective
sales forecasting
Observed phenomenon indicates compensation
cannot be a sole motivator as it provides no
motivation for a salesperson to provide leading
indicators
Theory only applies to situations where sales
channel partners exist
Theory does not address the observed
phenomenon which indicates that salespeople
should not determine what products to sell but
decide in collaboration with the sales leader
The observed phenomenon indicates the sales
control systems cannot be based on any current
organizational characteristics but must be based
on what is needed to achieve results

Variables as Antecedents for Sales Control Systems
The literature selected for this research study focused on the antecedents for sales control
systems. The articles reviewed included 14 variables that were identified as antecedents. These
variables were grouped into five categories: environment variables, organization variables,
salesperson variables, product complexity variables, and task characteristic variables.
Environment Variables as Antecedents
Uncertainty
Uncertainty was identified by Krafft (1999) in the study focused on the summary of 11
hypothesis from agency theory, transaction cost analysis, and the theoretical approach about the
impact of environmental, company, and salesperson variables on the design of sales force control
systems described by Ouchi (1979). Malek et al. (2018) defined uncertainty in the study based on
a literature review of over 50 articles over the past 30 years on sales force control systems.
Darmon and Martin (2011) proposed a new conceptual framework to help researchers study
different characteristics of sales force control practices by introducing new concepts of usage,
and enforcement of control and feedback tools by using uncertainty as an antecedent. In the
study looking to select the best sales force control system and describe its effects on the
salesperson (Anderson & Oliver, 1987), uncertainty was included as an antecedent. Other studies
also used uncertainty as an environment variable (Baldauf et al., 2005; Echchakoui, 2013;
Hussain, 2018; Lapierre & Skelling, 2005).
Sales Volatility
Sales volatility was noted in Anderson and Oliver’s (1987) study, which focused on
proposing a framework for selecting the best sales force control system and describing its effects
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on the salesperson. Echchakoui (2013) discussed sales volatility in a study by proposing a new
model of sales force control system consequences. Baldauf et al. (2005) examined synthesis of
current research of antecedents and consequences of sales management control to create an
agenda for future research by using sales volatility as an antecedent.
Market Turbulence
Flaherty et al. (2007) examined the effects of individual, environmental, and
organizational factors on the effectiveness of control by using market turbulence as an
antecedent. Jaworski (1988) used market turbulence in a study providing a framework for
classification of prior sales force control system literature including antecedents and
consequences, as well as informal sales force control systems. Market turbulence was identified
by Santini et al. (2019) in the paper focused on qualitative synthesis of the control literature
based on the top sales control system theories to evaluate contradictory empirical findings.
Competition
Competition was included by Darmon and Martin (2011) in their study focused on a new
conceptual framework to help researchers study different characteristics of sales force control
practices by introducing new concepts of usage and enforcement of control and feedback tools.
By providing a framework for classification of prior sales force control system literature
including antecedents and consequences as well as discussing informal sales force control
systems, Jaworski (1988) examined competition as an antecedent to sales force control systems.
Echchakoui (2013) identified competition in a study when proposing a new model of sales force
control system consequences. Simons (1990) confirmed competition as an antecedent when
investigating the role of sales control systems and competitive advantage in the importance of the
relationship between formal process and strategy.
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Organization Variables as Antecedents
Sales Force Size
Size of the sales force was noted by Anderson and Oliver (1987) in their study focused on
a framework for selecting the best sales force control. Baldauf et al. (2005) defined size of the
sales force in that study on the synthesis of current research of antecedents and consequences of
sales management control. Santini et al. (2019) described qualitative synthesis of the control
literature based on the top sales control system theories to evaluate contradictory empirical
findings by using size of the sales force size as an antecedent. In his study, Jaworski (1988)
included size of the sales force as an antecedent for sales control systems. Other studies also used
size of the sales force as an environment variable (Darmon, 1998; Echchakoui, 2013; Hussain,
2018; Krafft, 1999).
Management’s Willingness to Accept Risk
Baldauf et al. (2005) investigated management's willingness to accept risk as an
antecedent to sales control systems. Management's willingness to accept risk was used by Krafft
(1999) in his study focused on summary of hypothesis from various theories about the impact of
environmental, company, and salesperson variables on the design of sales force control systems.
Anderson and Oliver (1987) proposed management's willingness to accept risk proposes a
framework for selecting the best sales force control system and describes its effects on the
salesperson. Echchakoui (2013) discussed proposing a new model of sales force control system
consequences by using management's willingness to accept risk as an antecedent in his study of
synthesis of current research of antecedents and consequences of sales management control to
create an agenda for future research. Jaworski (1988) also used management's willing to accept
risk as an organizational variable.

24

Knowledge of the Transformational Process
Echchakoui (2013) referenced knowledge of the transformation process in a study about a
new model of sales force control system consequences. Baldauf et al. (2005) used knowledge of
the transformation process in the study focused on synthesis of current research of antecedents.
Krafft (1999) summarized hypotheses from theories by using knowledge of the transformation
process as an antecedent.
Selling Strategy
Selling strategy was included by (Flaherty et al., 2007) in a study focused on effects of
factors on the effectiveness of control. Baldauf et al. (2005) referenced synthesis of current
research of antecedents and consequences of sales management control to create an agenda for
future research by using selling strategy as an antecedent. Krafft et al. (2012) used selling
strategy in his study used on influences that shape salesperson behavior in the presence of formal
and informal sales force control systems.
Salesperson Variables as Antecedents
Transaction Specificity
Stathakopoulos (1996) confirmed transaction specificity in the study focused on synthesis
of theoretical approaches to sales control systems, the effect of control mechanisms on critical
output variables, and suggested a model of sales force control by combining key constructs from
alternative theories. Krafft (1999) referenced transaction specificity in the study referenced on
summary of 11 hypothesis from agency theory, transaction cost analysis, and Ouchi's theoretical
approach about the impact of environmental, company, and salesperson variables on the design
of sales force control systems. Echchakoui (2013) suggested proposing a new model of sales
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force control system consequences by using transaction specificity as an antecedent. In their
study referencing the synthesis of current research of antecedents and consequences of sales
management control, Baldauf et al. (2005) discussed transaction specificity as a salesperson
variable.
Salesperson Age/Experience
Darmon and Martin (2011) included salesperson age/experience in their study focused on
proposing a new conceptual framework to help researchers study different characteristics of sales
force control practices by introducing new concepts of usage and enforcement of control and
feedback tools. Ahearne et al. (2010) confirmed salesperson age/experience in a study focused
on seller perceptions of sales force control systems and new product introductions in the
pharmaceutical industry. Flaherty et al. (2007) referenced effects of individual, environmental,
and organizational factors on the effectiveness of control using salesperson age/experience as a
sales control system antecedent. Krafft (1999) also examined salesperson age/experience as an
antecedent as a salesperson variable.
Risk Aversion
Risk aversion was identified by Krafft (1999) in a study focused on summary hypothesis
regarding the impact of salesperson variables on the design of sales force control systems. Oliver
and Anderson (1994) used risk aversion in their study testing their previously developed
propositions about control system effects on salespeople. Echchakoui (2013) and Baldauf et al.
(2005) referenced studies that used risk aversion as a salesperson variable as antecedents for
sales control systems.
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Goal Congruence
Lapierre and Skelling (2005) used goal congruence in a study focused on the influence
exerted by sellers and sales leaders on sales force control system and high-tech industries.
Echchakoui (2013) discussed goal congruence in a study proposing a new model of sales force
control system consequences. Oliver and Anderson (1994) proposed testing propositions using
goal congruence as an antecedent for a sales control system.
Product Complexity Variables
Bello and Gilliland (1997) developed a model that examines both the contextual
antecedents and the performance consequences of control and flexibility on channel performance
by using product complexity as an antecedent. Santini et al. (2019) identified product complexity
in their study on qualitative synthesis of the control literature based on the top sales control
system theories to evaluate contradictory empirical findings. Echchakoui (2013) included
product complexity in a study focused on proposing a new model of sales force control system
consequences.
Task Characteristic Variables
Agarwal and Ramaswami (1993) included task characteristics as a variable in their study
focused on the control-employee response relationships that are moderated by the characteristics
of tasks. Stathakopoulos (1996) identified task characteristics in the study that focused on the
synthesis of theoretical approaches to sales control systems, researched the effect of control
mechanisms on critical output variables, and suggested a model of sales force control by
combining key constructs from alternative theories. Lapierre and Skelling (2005) referenced the
influence exerted by sellers and sales leaders on sales force control systems in high-tech
industries by using task characteristics as a variable. In the study proposing a new conceptual
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framework, Darmon and Martin (2011) included task characteristics as an antecedent. Other
studies also used task characteristics as an antecedent variable (Anderson & Oliver, 1987;
Echchakoui, 2013; Jaworski & MacInnis, 1989; Krafft, 1999; Ramaswami, 2002).
Chapter Summary
Much of the existing literature on the antecedents of sales control systems utilize theories
based on circumstances, structure, and other situational influences that affect the sales
organization in order to guide them in selecting the specific variables as antecedents. Although
several key theories and antecedents were identified in the literature for sales control systems, it
failed to fully explain the phenomenon as observed by the researcher.
Therefore, a potential gap exists in the existing literature relating to generalizable theories
usable by practitioner and researchers that explain specifically how an organization can
successfully implement a hybrid sales control system. A new stream of research needs to be
initiated to address the research question and to fill the gap to better serve practitioners. This
research requires a new theory to be discovered or developed to better reflect the phenomenon as
it is observed. These requirements warrant a grounded theory approach to produce a theory that
adequately addresses the research question and adds a second research question to this study:
What theory explains the barriers and enablers when implementing a hybrid sales control
system?
The literature includes data collection from both salespeople and sales leaders. However,
only one study sought to include both roles in the research. Understanding the problem from both
perspectives is crucial as both contribute and equally affect success or failure of a sales control
system. Additionally, almost half of the articles did not include data collection and the articles
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that did overwhelmingly used survey with only one research study interviewing practitioners.
Supporting the gap in the literature is the need for more qualitative research involving both sales
leaders and sales leaders, in order to extend the research into the area of sales control systems. A
qualitative research approach, based on interviews, can provide the needed insight better than
surveys as the interviewer is able to ask additional questions and get clarification that may not be
available when conducting surveys.
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CHAPTER THREE:
METHODOLOGY
Purpose of the Study
The purpose of this research study was to understand the factors that aid and inhibit an
organization’s ability to implement a hybrid sales control system. Sales leaders need the right
information at the right time to better manage the entire selling effort. As explained in Chapter 1,
the researcher’s experience with managing salespeople and hybrid sales control systems provides
the greatest amount of information for sales managers because these systems include indicators
for predicting and actual revenue amounts. When organizations are struggling to generate sales, a
hybrid sales control system can offer the best insight into what is working and what is not
working. However, the goals of the seller and the goals of senior leadership may not always be
aligned (Anderson & Oliver, 1987). Therefore, it is of critical importance to understand the
insights, beliefs, and experiences of both sales leaders and salespeople involved in a successful
implementation. The researcher’s ultimate goal is to provide insightful research that enhances the
sales control system literature, but more importantly, provide guidance and support to
practitioners when implementing hybrid sales control systems.
Organization of the Chapter
This chapter begins with an overview of the problem from both an academic and
practitioner point-of-view. Next, the research question is presented with a detailed description of
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the research methodology used in this research including the five major sections: (1) purpose of
the study (2) design of the research, (3) collection of the data, (4) analysis of the collected data,
and (5) issues of trustworthiness.
Research Design
Research Questions
There are two research questions guiding this study.
R1: What are the barriers and enablers for sales leaders and salespeople to consider
when implementing a hybrid sales control system?
The initial research question addressed the need to understand what forces affected an
organization’s ability to implement a hybrid sales control system. The unit of analysis was
individual experience of senior sales leadership, as well as junior and senior salespeople. The
experiences of the different sales roles within an organization were critical to provide insight into
hybrid control systems and how to implement them. Collecting data from management was most
likely obvious as they were the group to drive the system and must ensure its installation,
operation, and evaluation. However less obvious, in order to provide a rigorous view of the
problem, the input from salespeople who will be guided and managed by the system was also
needed in order to understand and account for the entire phenomenon, and therefore answer the
research question. Salespeople have the potential to greatly impact the outcome of the
implementation since they can choose to willingly support, begrudgingly follow, secretly
sabotage, or even openly resist it.
R2: What theory explains the barriers and enablers when implementing a hybrid sales
control system?
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During the exploratory phase of the dissertation process, it became clear the second
research question would serve to advance this research. As alluded to in Chapter 2, the number
of theories used to describe sales control systems have been borrowed from other disciplines (do
not originate from the actual phenomenon), provide only a patchwork of explanations and
descriptions, and do not sufficiently match the phenomena as experienced by practitioners.
Hence, a ground theory approach allows for both the collection of responses from the most
appropriate sample frame to resolve R1, and a means of developing theory with the potential of a
better fit than current rival theories to resolve R2.
Overview of Methodology
The design of this study was qualitative in nature and used a grounded theory approach to
extend the current theories or develop/discover a new one that explains how practitioners can
implement a hybrid sales control system. This method was selected for two reasons. The first
was the limited nature of literature or theories available to explain the phenomenon of hybrid
sales control systems implementation. The second reason for selecting this approach was the
researcher’s experience in this area and understanding of the need to develop better guidance for
practitioners. According to Charmaz (2014), a grounded theory approach focuses on the studied
phenomenon, and produces data and analysis from the shared experiences of those closest to that
phenomenon. Using a theoretical sampling approach permitted better questions to be developed
over the course of the interviews since the data collection, coding, and analysis occurred
simultaneously.
The initial data collection came from interviews with sales leadership and salespeople.
The interviews utilized a semi-structured approach. The reasons for the interview format were:
•

This is the best method to use for single interviews (Bernard, 1988).
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•

This approach is easier for the researcher who was not highly experienced with
qualitative interviewing.

•

The researcher is familiar with the research area, so the questions developed are
relevant.

Qualitative Research as a Method
A qualitative approach was selected as the method of this research. Specifically, the study
was context-dependent, and therefore, conducted within the setting of the problem being studied
(Maxwell, 2013). The goal was to understand the interactions between the sales leaders and
salespeople and how their viewpoints compared and contrasted. The researcher selected
interviews to capture data so the participants could describe their viewpoints and the researcher
could clarify, if necessary.
Another reason that qualitative method was selected was because the research was
exploratory in nature, and not all of the variables of interest were known at the beginning. This
methodology enabled the researcher to add or remove components to the data collection as new
information was discovered (Merriam & Tisdell, 2015).
Grounded Theory Selection
Since the researcher used a systematic procedure and wanted to gain insight into
developing a theory for a specific phenomenon, a grounded theory approach was taken
(Creswell, 2003). The grounded theory approach was well suited for sales management research
as it was a social process (Strauss & Corbin, 1998) and captures data in the participant’s own
words and not from preconceived hypotheses (Glaser & Strauss, 1967). This method utilizes
theoretical sampling, or the process of simultaneous involvement in data collection and analysis
(Glaser & Strauss, 1967), which kept the researcher immersed in the process, so it was easier and
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faster to identify data trends (Charmaz, 2014). Also, the experience of the researcher within the
domain of sales management was critical in reducing the potential size of the sample before
reaching sampling saturation (Boddy, 2016; Glaser & Holton, 2007).
Sample Selection
Initial Strategy
The original sample purposely included senior sales executives, as well as junior and
senior salespeople from sales organizations because they were thought to provide the researcher
with the understanding of the problem (Creswell, 2003) and had experience with the
phenomenon (Corbin & Strauss, 2007). Initially, at least one person from each role was
interviewed from the same company. Selection was to utilize the snowball sampling method
(Patton, 2002), which identifies participants to interview from other interviewees that know these
subjects’ background and experiences and could provide valuable input for the researcher. The
intent was to use a dyadic sampling method (Morgan et al., 2013) to capture the experiences
from multiple subjects who operate at different levels within the same organization. The initial
plan was to interview at least one dyad (sales leader and salesperson) within a single industry
with the total of four sets of dyads.
The subjects to be interviewed included senior sales leadership with titles of Vice
President of Sales, Senior Vice President of Sales, Chief Sales Officer, and perhaps Director of
Sales or Sales leader if that person was the highest rank in the sales organization. The thought
process behind this level of management was that the interviewee had to consider strategy, as
well as execution.
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The next position the researcher intended to interview was that of a senior salesperson.
This position was defined as someone who has been in the same role of salesperson with the
same company for at least 12 months. Additionally, this person must be considered adept at
following the sales process. Sales results are not a consideration in the study.
The final position the researcher planned to interview was the junior salesperson. This
position was defined as a person who had at least 3 months of employment at the company. This
person should have some familiarity with the sales control system but still be relatively
inexperienced with it, to be able to provide insights into questions or uncertainty about its
function or benefit.
Revised Strategy
After conducting the initial five interviews, challenges with both the snowball and dyadic
methods became apparent. Interviewees did refer other potential participants. They initially
agreed, but then cancelled once they learned that the goal would be to interview other members
within their own sales organizations. The subjects who made the referrals were in the same
industry as the people they suggested the researcher contact. Concerns were raised that the
potential participant’s job could be in jeopardy if their superiors believed that they were sharing
company confidential information with a researcher who collected data from a competitor. They
did not have a concern if they were the only employees from their company to participate in the
study, but involving other team members, particularly if they worked for the participant, created
a perceived risk to their employment.
Additionally, after conducting the first five interviews, the researcher concluded that
there was no value in the dyadic relationship because the experiences captured were a collection
from the subject’s collected work experiences. There was no data collected or memos
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documented suggesting working in the same organization as other participants influenced the
experience. Based on these observations, the strategy for sampling selection was changed to
remove the dyadic requirement and include senior sales leaders and salespeople from any
company.
Selection Criteria
Participants had to meet the following conditions for inclusion in the study:
•

Participants had to be the senior sales leader or a salesperson in the sales
organization.

•

Participants must have been a minimum age of 18.

•

Participants must have been currently employed at a company using a hybrid sales
control system.

•

Participants must have had at least three months of experience working with the
company’s sales control system.

Participants were excluded from the study if:
•

Participants were under the age of 18.

•

Participants were not employed full-time in the sales department.

•

Participant’s company did not use a formal hybrid sales control system (the
company used either a pure behavior or pure outcome sales control system).

Participant Recruitment
This study consisted of soliciting senior sales executives and salespeople by email and
LinkedIn messaging to participate in a 30-45-minute interview to be conducted by telephone or
video call. The solicitation message is included in Appendix B. The participants were selected
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based on their title described in their profile. Individuals who responded were asked to
participate in the study. Interested parties were advised that the questions would be focused on
the causal conditions and strategies of implementing a hybrid sales control system. Those who
agreed to take part in the study were advised that participation was voluntary and that all
responses would be kept confidential. Dates for the interview were confirmed and the researcher
contacted the participants at the agreed upon date/time.
IRB Approval
The researcher received approval for the grounded theory research study from the
Institutional Review Board (IRB) at the University of South Florida. The protocol documents
required for approval for research are provided in Appendix C. The study was determined to be
exempt from IRB review. The exemption letter from the IRB is included in Appendix D.
Data Collection
Data Collection Method
Interviews were conducted until a saturation of data was achieved or new interviews do
not add any new insights or data points (Glaser & Strauss, 1967). In this study, six salespeople
and six sales leaders were interviewed. Most of the major categories began emerging after six
interviews with saturation occurring after 12 interviews.
Seven interviews were conducted one-on-one via video call and five completed over the
telephone. Once the participant joined the call, permission was asked if the meeting could be
recorded. The Otter.AI “app” was used on the researcher’s cell phone to record the conversation
and provide a transcription. A second audio-only recording device was also used as a backup.
The participants were provided an overview of the goals for the interview as well as a definition
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of key terms including “Sales Control System,” “Behavior Sales Control System,” Outcomebased Sales Control System,” and “Hybrid Sales Control System.” The overview provided is
described in Appendix E. The interviews were open-ended (Seidman, 2019), semi-structured in
nature (Rubin & Rubin, 2012 ) with a set number of prepared questions but the researcher
planned to ask follow-up questions as needed. Both salesperson and sales leader were asked
similar questions except when their input was needed to speak from only their point-of-view.
The researcher initially used “tour” questions (Rubin & Rubin, 2012, p. 116) with the
subjects to encourage them to talk about how they manage their salespeople or how they were
managed. This technique did not produce the intended result, as the subjects would begin to
describe their specific sales metrics, which was not part of the study. The researcher removed the
tour questions and began with the primary questions, which improved the thematic focu).
Creswell and Poth (2018) suggest an observational protocol be used for recording notes
and collecting data during the interviews. This procedure enabled the researcher to capture
thoughts and memos about the responses in the margins of the interview guide. Of specific
importance, were keywords or phrases used by the participant, which helped the researcher ask
follow-up questions later in the interview or return to a specific question if the participant made a
comment that contradicted an earlier statement.
Data Collection Instrument
The interviews included 13 questions with one question different for the sales leaders and
salespeople based on their specific perspective about the other role. The interview questions are
included in Appendix F. To prepare for the interviews, an interview guide was created. The
guide contained a specific sequence of questions (Brinkmann & Kvale, 2015) to ensure the same
questions were asked of all participants.
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The questions were designed to inform the research and guide the researcher to the
information and understanding of the phenomenon without directly implicating the research
question (Maxwell, 2013). In order to capture the data from the participants, Rubin and Rubin
(2012) suggest questions are divided into three types: main, follow-up, and probe. Main
questions were used to ensure that the same questions were employed for accurate comparison to
other interviewee responses and analysis. This ensured that enough data was collected to answer
the research question. Follow-up questions were used to achieve thoroughness about a particular
response. Probing questions were used to get additional details or clarification from a participant.
These questions did not aim to clarify a participant’s response but encourage the person to
provide additional comments or reveal bias. The questions were also used as challenges to the
participant to be clear in what was being stated.
Analysis Methodology
Overview of Analysis Process
The researcher followed the methodology of grounded theory for this research. In
grounded theory, analysis begins at the moment of initial contact with the phenomenon and
continues until the new theory is developed (Bloomberg & Volpe, 2018). It involved two key
components: theoretical sampling and constant comparative analysis. Theoretical sampling
involves selecting the best groups to help the researcher form the best theory (Creswell & Poth,
2018). According to Strauss (1987), constant comparative analysis is the on-going analysis of
existing data, as well as to future data collected. It is the progressive development of knowledge
through a cycle of data, collected and analyzed, that occurs simultaneously and leads the
refinement of categories of information (Charmaz, 2014). These categories are then developed
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into a theoretical framework with the ultimate goal of creating a new theory or extend an existing
one (Charmaz, 2014).
Consistent with the grounded theory framework, the analysis entailed coding and memo
writing as simultaneous activities in the understanding of a phenomenon (Weston et al., 2001).
“Coding is the arrangement of data to make it part of a classification or category” (Saldana,
2016, p. 9). Open coding is the first step in the process. Segments of data from interviews are
examined and analyzed to give a short phrase (Corbin & Strauss, 2014). Axial coding follows
this initial coding, which further classifies the open codes into categories (Drucker et al., 2007).
Finally, selective coding assembles the categories then extracts the core components into a
narrative that results in the final theory.
Memo writing is the capturing of the researcher’s thoughts in regard to the process. This
journaling usually begins after coding begins (Charmaz, 2006). The intent is not to summarize
the data, rather the personal thoughts, questions, and insights in connection with the data. This
encourages the researcher to analyze each code, as well as the relationship between them
(Charmaz, 2014). These memos are reviewed during the coding process and contribute to the
selective coding process and ultimately theory development.
Research Process
The analysis of the study began after interviewing three sales leaders and two
salespeople. The transcripts of the interviews were printed, and the open coding was conducted
by hand. Each response from the participants was analyzed, and key elements or concepts
considered for coding were identified. A list of codes was then generated in a word processor
and printed for analysis. A new code was created for all codes that appeared to be similar in
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nature in order to make reoccurring concepts easier to identify. Codes that appeared to be unique
were kept as originally coded.
The transcripts were then loaded into the qualitative data analysis software called NVIVO
and the open codes were recreated in the software for further analysis. This also gave the
researcher additional opportunities to review all codes and make changes after reviewing them a
second time. The final seven interviews were then conducted and consisted of four sales leaders
and three salespeople. These were again coded by hand and then recreated in the NVIVO
software. After completing encoding the 12 interviews, the researcher determined that saturation
had been achieved so no additional interviews were conducted.
After the open coding process was completed, the researcher conducted the axial coding
process, which created a set of common related categories from the original open codes (Saldana,
2016). The goal of combining the codes was to develop an explanation of the phenomenon
(Grbich, 2013) and support the analysis by identifying patterns in the data (Bernard, 2011). The
research question sought to identify the barriers and enablers of implementing a hybrid sales
process. Since the researcher needed to understand the phenomenon from the perspectives of
both sales leaders and salespeople, the axial codes were segregated by each role. This enabled
the researcher to understand how these two viewpoints interacted to work towards developing
the selective code that represented a central or core category. This code “consists of all products
of analysis condensed into a few words that explain the research” (Straus & Corbin, 1998, p.
146). The goal was to generate a single code that became the foundation for developing a
theoretical model.
The researcher advanced the selective code into a theoretical model that would serve as a
basis for future research but also serve as a reference for practitioners when they wanted to solve
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the problem addressed by the research question. In order to do this, the researcher created three
constructs based on the axial and selective codes. These constructs were used in the model to
explain the components of the model in practical definitions. This model resulted in a proposed
theory that provided the elements of the problem that the research question addresses (Charmaz,
2014).
Issues of Trustworthiness
According to Lincoln and Guba (1985), there are quality criteria that apply to all
qualitative research to determine its trustworthiness. The first of these criteria is credibility,
which establishes that the findings presented by the researcher are believable. The researcher has
extensive knowledge regarding sales control systems. This introduced the possibility of bias
during the data analysis. To address this issue, the researcher delayed coding and memos for at
least two weeks following the interviews to ensure minimal recollection of the conversations and
interactions with the participants. Additionally, the notes made during the interviews were kept
separate from the transcripts, and not used for memoing until after all coding was complete.
The second quality criteria component is transferability, which is the degree to which the
findings were transferred to other settings with other participants. The researcher sought to
provide a detailed description of the research process, context in which it was conducted and the
assumptions that were central to the study. The goal was to enable the reader to form their own
thoughts and attitudes about the quality of the study and the accuracy of the researcher’s
analysis.
The next component of the criteria is dependability, which implies that the research was
described clearly with transparency so the reader can easily trace the process from initial

42

development through the reporting of findings. To meet this requirement, the researcher
documented the process in a transparent and traceable format of data collection and analysis. The
methodology chapter includes this information.
The final quality criteria facet is confirmability. This is related to objectivity in the study
so that the results should be grounded in the data and not an interpretation by the investigator.
The researcher ensured that the data were verified consistently throughout the study to include
only what was provided by the participant.
Ethical Considerations
The researcher met all university requirements of the Collaborative Institutional Training
Initiative (CITI). The following modules of the Human Subjects Research (HSR) curriculum
were completed: Social and Behavioral Responsible Conduct of Research and Social/Behavioral
Investigators and Key Personnel. The training certificate is provided in Appendix G. The training
was intended to educate researchers involved in studies with human subjects. In a separate effort
to comply with all ethical considerations for this study, the researcher met all University of South
Florida Institutional Review Board (IRB) policies and procedures for this study. The application
documents and exemption are located in Appendices B, C, and D.
Chapter Summary
The goals of this study were to explore the phenomenon of the barriers and enablers of
implementing a hybrid sales control system, and search for a more informative theory. Provided
in this chapter is the details of the qualitative study using the grounded theory methodology in
order to develop a new theory. The sample consisted of senior sales leaders and salespeople. The
data was collected using semi-structured interviews conducted via telephone and video
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conference calls. The coding was conducted in three phases: open, axial, and selective.
Combining those results with the researcher’s memos resulted in a new theory. The results
should be useful for practitioners, as well as researchers in the sales domain.
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CHAPTER FOUR:
DATA ANALYSIS
Chapter Overview
The purpose of this chapter is to present the findings of this study. This includes a
detailed presentation of the data and how it was analyzed. The chapter describes the theory
developed from this study and how it emerged. The first section presents a brief overview of the
research including the goals of the research, the research questions, and qualitative research
method used. The second section gives a synopsis of the study participants including selection
criteria and a brief description of them. The study then describes the coding and processes, and
analysis beginning with the open coding of the data and results. Next, the axial coding process is
described and includes specific definitions of the codes, how they were selected, and the down
selection process to ensure the most relevant data was considered. This section concludes with
the selective coding and the resulting themes. The final section provides the theory development
process, the developed model, the proposed theory, and how it answers the research question.
Review of the Study
The purpose of this study was to develop a theory to guide researchers and practitioners,
specifically sales leaders and salespeople, on how to ensure a hybrid sales control process was
successfully implemented. The researcher created this study due to a gap in the academic
literature as identified in Chapter 2. Additionally, the researcher saw a lack of guidance when
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working with sales organizations to improve revenue production. There was little applicable
theory that explained the phenomenon experienced by the researcher in practice that was usable
to both these groups.
Guiding this study were the research questions:
R1: What are the barriers and enablers for sales leaders and salespeople to consider
when implementing a hybrid sales control system?
R2: What theory explains the barriers and enablers when implementing a hybrid sales
control system?
Grounded theory was used to address the research questions. According to Strauss and
Corbin (1994), grounded theory assists researchers trying to develop a new theory by focusing
on “patterns of action and interaction rather than individual actors” (p. 276). Using a theoretical
sampling approach permitted better questions to be developed over the course of the interviews
since the data collection, coding, and analysis were occurring simultaneously.
Overview of Participants
The participants selected for this study were sales leaders and salespeople at companies
in the U.S. with direct experience with hybrid sales process control systems. The selection
process was based on purposeful sampling where the participants were deliberately selected
(Patton, 2002). Random sampling was not appropriate for this study because a small number of
interviews needed for saturation could increase the likelihood of substantial chance variation in
the samples (Morgan et al., 2008). Additionally, the deliberate selection of certain types of
participants increased the confidence that the responses adequately represented the typical
population member (Maxwell, 2013). Finally, Creswell (2003) states that purposeful sample
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selection can be used in research to highlight differences between individuals, which was an
important element of the exploration.
Participant Descriptions
There were six sales leaders and six salespeople involved in this study. A summary of the
descriptions of the participants is provided in Table 4.1.

Table 4.1. Participant Characteristics
Interview
#
1
2
3
4
5
6
7
8
9
10
11
12

Role
Sales Leader
Salesperson
Salesperson
Salesperson
Salesperson
Sales Leader
Sales Leader
Sales Leader
Salesperson
Salesperson
Sales Leader
Sales Leader

Years of
Sales
Experience

Years of Sales
Management
Experience

12 Years
7 Years
20 Years
20 Years
8 Years
6 Years
5 Years
10 Years
2 Years
5 Years
7 Years
6 Years

25 Years

5 Years
14 Years
16 Years
3 Years

20 Years
15 Years

Industry

Ave Length
of Sales
Cycle

Ave
Order
Size

Audio/Visual Integration
Audio/Visual Integration
Audio/Visual Integration
Tele-Health
Food Delivery
Tele-Communications
Tele-Health
Web Development
Recruiting
CRM
Defense Contracting
Mortgage s

9 Months
9 Months
9 Months
15 Months
1 Week
12 Months
15 Months
1-2 Months
1-6 Months
1-2 Months
12-36 Months
3-6 Months

$70K
$70K
$70K
$500K
$5K
$30k
$500K
$9K
$10K
$50K
$50M
$330K

The data in Table 4.1 indicate where dyadic sampling was initially used then halted after
the researcher determined it was not beneficial for the study and actually caused participants to
drop out of the study. Also, all sales leaders had some form of selling experience, which was
expected. However, one participant who was a salesperson did manage salespeople for several
years. This was the only participant who identified as a sales leader but who also had sales
management experience.
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Data Analysis
The analysis in the study began during the initial interview. As the researcher asked
questions, notes were made, and keywords and phrases provided by the participant were jotted
down. Following the interviews, these “memos” were expanded on as the researcher reviewed
them, and patterns emerged as part of the constant comparison method, which is a fundamental
part of ground theory (Charmaz, 2014). The memos reflected some specific aspects to individual
interviews but also capture the researcher’s insights or observations aggregated over a series of
interviews. Table 4.2 includes excerpts from memos written during the research study.
Table 4.2. Excerpts from Memo Writing
The sales rep wanted management to show how behavioral measurement leads to results. They wanted
value from the process and wanted it formally defined as to what they get for providing the data. They
didn’t want to be told that they must hit behavior metrics despite their sales performance.
Sales rep wanted support from management. He didn’t want management to require him to follow a
process, but provide the resources and support needed to execute it.
Multiple salespeople seemed to see the benefit of behavior metrics and why the metrics were important.
But then something happened, and the measurement became a compliance mechanism that the
salespeople had to follow. This shift from support mechanism to inhibitor happened when the sellers
didn’t get what they need from the manager. Specifically:
1) Managers had to be consistent with what they said they were going to do. This included
consistent meetings with the rep one-on-one and consistent actions based on behavior
2) Seller wanted to be permitted to contribute to the design of the behavior metrics and not have
them dictated-especially when the company was national and different regional markets might have
required the seller to use different approaches
3) Sales rep says he wanted a committed plan-a process that he and the manager both agreed on but
when the manager consistently failed to do what was promised, there seemed to be a shift of
seller’s perceptions from selling as a team effort to it strictly being the salesperson’s responsibility.
This seemed to isolate the seller and made him feel like there was a conflict between him and his
manager
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Table 4.2. (Continued)
Manager wanted the behavior process to protect the interests of the sales rep. But she also wanted proof
that the rep was doing the work.
Manager said she needed leading indicators that behavioral sales control systems provide. But also
wanted the rep to see the value in measuring the behavior that ultimately led to sales.
I thought the managers would have been lenient on behavior metrics for sales reps that were hitting
their goal and more stringent in enforcement for those that were not. However, several of the managers
stated they would not back down the requirements of behavior metrics regardless of sales results for
two reasons:
1) They knew that consistent behavior was important and so activity today would yield sales
tomorrow
2) They wanted the rep to appreciate the value of the metrics and didn’t want the rep’s success
preventing them from doing the work that builds the pipeline-especially when large accounts were
involved. If a rep’s results came substantially from one customer and that customer was lost, the
rep may not recover unless he/she had been doing the behavior and building a pipeline of prospects
to replace the big account.
Sales leaders generally wanted the reps to see the value in behavior metrics and only wanted to
measure that matters. If there was conflict or agency between the two roles in terms of behavior
metrics, it wasn’t inherent but caused by something else.
Both sales reps and managers thought that standard process was a good idea for new reps to establish
the habits and set the precedent for required activity.
A lot of sales processes seemed to be either based on inertia (“the way it’s always been”) or dictated by
senior leadership without regards to input from the seller.
Sales processes seemed to change with a change of leadership-new managers meant new processes.
If both seller and manager agreed to measurement and consistently delivered on the promised activities
(selling and prospecting activities for the rep and regular meetings and next-step planning for the
manager), following the plan had to be simple for both or they would both fail.
There was an undertone on behalf of several sales leaders to have their authority recognized by the
salespeople. This made sense, as there could not be true equality between employer and employee. This
authority, whether implied or stated directly, must be represented in the output of this study or else
there probably won’t be any way to develop a methodology that meets the needs of both sales leader
and salesperson that would work in practice.

Open Coding
The open coding effort was the researcher’s first step in searching for patterns in the data
(Bernard, 2011). The researcher used a conceptual coding scheme for this first cycle method of
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data analysis. Conceptual coding assigns a concept word or short phrase that represents a
suggested meaning of large section of text that is more extensive than a single idea or action that
suggests an idea rather than an observable behavior (Saldana, 2016). A total of 76 open codes
were identified from the interviews. The codes ranged from the agreement of sales process
between both salespeople and sales leaders to the considerations for implementing it. Appendix
H lists the results of the open coding along with a short definition.
Axial Coding
As the interviews continued and concepts began to appear using constant comparison, the
researcher began to identify core phenomenon that linked several open codes together. Grouping
these codes into a set of major categories is referred to as axial coding (Creswell & Poth, 2018).
The process looks to identify the factors that cause the core phenomenon, actions taken because
of it, other situational influences that affect it and outcomes because of it (Bloomberg & Volpe,
2012). Axial codes were developed for both the salesperson and sales leader to identify the core
phenomenon from both points of view. To create the categories, the researcher first identified
codes that looked similar. Several iterations were made looking for relationships between codes
that would represent a comprehensive category. Some of the categories were clear-cut, while
others overlapped with additional concepts and did not warrant a separate category. The result
was 11 management axial code categories and 12 salesperson axial code categories. Appendix H
lists the axial codes for the sales leader, and Appendix I lists the axial codes for the salespeople.
Bernard (2011) states that analysis is “the search for patterns in data and for ideas that
help explain why those patterns are there in the first place” (p. 338). According to Morse (2007),
only the most relevant portions of the total data related to the study should be examined, and that
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up to two-thirds of the data can be eliminated for the remainder for analysis. Harding (2013)
states that three-fourths of the total participants should share a common code to be considered for
a category. Additionally, Lichtman (2012) suggests that a study “have 80-100 different codes
that you then organize into 15 to 20 categories and subcategories. These categories can then be
organized into five to seven concepts (p. 248). Table 4.3 lists the axial codes by sales leader and
salespeople, and the percent of participants (interviews) that include it to identify commonality
among the codes.

Table 4.3. Commonality Among Axial Codes
Axial Code
Management-Axial-Alignment on Process
Management-Axial-Selection of Process
Management-Axial-Formal Defined Process
Management-Axial-Reinforcement
Management-Axial-Proof that Process Works
Management-Axial-Capture only what is useful
Management-Axial-Management Style
Management-Axial-Seller Professionalism
Management-Axial-Effective tools are critical
Management-Axial-Required Resources
Management-Axial-Senior Leadership
Seller-Axial-Alignment on Process
Seller-Axial-Formal Defined Process
Seller-Axial-Reinforcement
Seller-Axial-Selection of Process
Seller-Axial-Capture only what is useful
Seller-Axial-Management Style
Seller-Axial-Seller Professionalism
Seller-Axial-Effective tools are critical
Seller-Axial-Proof that the Process Works
Top sellers conform to plan at some level
Seller-Axial-Implementation Strategy
Seller-Axial-Required Resources
Lack of Corporate Mandates
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Files
6
6
5
4
4
4
3
2
2
1
1
6
5
5
5
4
3
3
3
2
2
2
1
1

Files to Total (%)
100%
100%
83%
67%
67%
67%
50%
33%
33%
17%
17%
100%
83%
83%
83%
67%
50%
50%
50%
33%
33%
33%
17%
17%

Using the guidance provided by Harding (2013), that three-fourths of the participants
should share a common code for consideration for analysis, provided for three axial codes for
sales leaders and four for salespeople. The challenge for the researcher was the overlap in axial
codes between the two types of participants. Four of the codes overlapped both sales leader and
salespeople bringing the total unique count of axial codes to only four. Additionally, when
reviewing the memos made during the study, the research did not feel there were sufficient codes
to address the research question or causality for the phenomenon. Therefore, the researcher
lowered the threshold for consideration to two-thirds. This increased the number of total unique
categories to six, which aligns with Lichtman’s five to seven central concept. Table 4.4 indicates
the axial code categories selected for analysis.

Table 4.4. Axial Code Categories Selected for Analysis
Sales leader Only Axial Code
Proof that Process Works

Sales leader and Salespeople Axial Codes
Formal Defined Process
Alignment on Process
Selection of Process
Capture only what is useful
Axial-Reinforcement

Axial Code Categories
Alignment on Process
In this study, the axial code called alignment on process was used to describe comments
made by the sales leader and the salesperson that they must both agree on the sales process as it
pertained to following behavior or leading metrics. A sales leader participant explained that it’s
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important that the sales rep know why those metrics are required and that in the leader’s
experience, once he or she understands why the metrics are there, they usually agree to them:
I'm looking to get their buy-in. And typically, I can get buy-in. When I can explain the
why behind an ask. And sometimes it's strictly for the benefit of the firm and not the
benefit of the, what we call agency, you know the salesperson, right, but they understand
that I have certain requirements that I have certain. And I have certain require certain
requirements and tasks that I have to meet and is part of the job. And, so, their
expectation is to follow through, but this is how it affects them whether it's in the long
term or the short term from a much broader scale. Once they understand the “why,” and I
can get the buy-in of even the most. I can get the buy-in of the most successful
salesperson. I usually get the cooperation of the others.
Most of the salespeople's comments tended to support the sales leader’s viewpoint when
they discussed accepting the metrics when the benefit to the rep is provided and justified. The
salespeople further suggested that if no justification or proof of value was provided, the rep’s
resistance increased. A salesperson explained that requiring metrics that don’t lead to actual sales
made the rep feel micromanaged. Regardless, there was agreement when there was a sense that
the metrics actually contributed to sales:
…and then you flip to the other side, and you start tracking number of calls, tracking
number of communications and things like that and then they just feel like they're being
micromanaged. So, where I'm at now I feel like we've got a good. Happy mix of what
actually moves the needle. But I think it's a struggle for most companies to figure out
what is actually moving the needle.
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Selection of Process
Different from alignment on sales process, which focused on the senior sales leadership
and the salespeople agreeing on it, the axial code, selection of the sales process, concentrated on
how the process was originally selected. Therefore, in this study, selection of the process referred
to exactly how current processes were selected specifically focusing on the chain of command
that was involved in selecting it. This was very important because it indicated how future
processes or variations on the current process would most likely be applied within the sales
organization. All senior sales leader participants in this study stated that there was definitely a
logical thought process or reason for the specific sales process that they used. Some sales leaders
spoke about the market or the sales cycle dictating the process used. Others mentioned different
factors such as organizational structure, heritage, or industry experts.
One sales leader explained that the type of customers or specifically the buying process
of the customer base dictated the process. If all customers in a particular market bought the same
way, then the selling organization had to structure their process to meet the requirements set
forth by the market:
Well, it basically revolves around the business acquisition process, the five steps. Long
pursuit knows for sure. And no bid and price parents and then finally negotiation. So, the
process was really to identify and qualify. And that was the most difficult part. First of
all, we pretty much knew who our customers were in this Defense Department at
_______, and that was either the Army, Air Force, Marines Special Ops. Maybe. And
what did they need.
The comments made by all the salespeople participants also reflected a definite intent
behind the sales process used. However, their comments indicated that the sales process was
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provided top-down either directly from the sales leadership or indirectly through the culture or
heritage of the company. One salesperson said that it was the owner who determines the sales
process based on past failures and successes the owner’s experience at other companies. The
senior leadership took that system and implemented into the company: “I know ________ who's
our founder, kind of set that up after a couple of failed startups, and then I think now he has three
or four successful businesses that he runs.”
Formal Defined Process
The axial code called formal defined process was used to describe comments from the
sales leadership and salespeople about the benefits of officially recognizing and standardizing on
a sales process across the company. Comments from the sales leaders were about the benefits of
cost saving, training, and focusing the seller’s efforts to developing the best solutions. Citing the
benefits of establishing a common foundation, one sales leader talked about formal process as a
way to establish a baseline for all salespeople and ensure everyone receives the training needed
to sell successfully:
They all had to have had some sort of sales experience, then, yes, you're setting the bar at
an even scale. And you're teaching them the same way, you're teaching them the same
process, you know you're giving them a foundation with which to work from. They can
then as they grow, finesse that style to their own, but you're giving them those basics,
you're giving them the education that they need in order to sell the product. That's
probably the easiest part. This is what our product is this is its benefits and its features.
This is where it can help this demographic of people that demographic of people. That's
all very standardized with putting them through the same process. Now let's talk about
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how to make that first prospecting call, how do you leave a message what should that
message say everything in that regard is standardized.
Most of the comments by the salespeople also focused on the benefits of alignment across
the organization not only for multiple sales offices, but also post-sales activities. One salesperson
spoke about the benefits of process improvement through regularly updating and sharing best
practices. One salesperson talked about the benefits of a formal defined process within an
enterprise especially when working with multiple office locations: “Having some structure to do
what we do every day and how branches operate especially when you're working in between
branches makes things a lot easier.”
Reinforcement
Reinforcement as an axial code explains the consistent measurement of activity as well as
engagement between the salesperson and the sales leader to ensure the process is being followed
in order to help the salesperson sell more. The sales leader participants in this study spoke about
how reinforcement ensures consistency of activity, strategy, and results. A sales leader explained
how reinforcement provides feedback as to if the seller is doing an activity enough to get good at
it:
I'm also able to inspect what I expect because if I take somebody out on a sales call, or I
sit down and I talk to them about a particular client, my expectation is that they can
converse with me with ease on that activity. They're not stumbling and fumbling to
figure out was I supposed to do this first or that first right. In other words, they built a
process to going out and visiting realtors. They can then tell me exactly what they said,
how they handled objections and the ease with which they are able to do that lets me
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know whether or not they're really doing the activity with the amount of frequency that I
expect because the only way to get better is to continue to do it with frequency.
Most of the salespeople talked about the need for companies to consistently reinforce,
emphasizing how reinforcement can help them while a lack of reinforcement can actually hurt
their results. One salesperson talked about how companies must use process reinforcement
especially when ensuring resources, such as customer relationship management systems, are
purchased to help sales are actually used. However, the participant commented that the company
should be flexible in their reinforcement and not always resort to heavy-handed approaches:
The process comes with a stick. Understanding that if you set something in place or you
purchase a CRM or you do something that is an investment on the company's part it
needs to be used. And if folks aren't using it or using it right there needs to be
accountability but having a bit of a soft handed approach maybe like a carrot versus a
stick when you're trying to get people to do something. I have been at companies in the
past that have taken more of the stick approach. Beating you over the head with it or not
going to give you a bonus or your whatever you have to meet these metrics and it's very,
very rigid. It's important to have process, but it's also important to be flexible in those
processes and it's a hard balance because you give somebody an inch, they kind of take a
mile. If you say you don't really have to meet this metric, but you should, then some
portion of the people are going to meet it some portion of the people are not and what do
you do about those people that aren't.
Capture Only What Is Useful
The axial code named “capturing what’s useful,” described the need for metrics to
directly indicate revenue production and not be required simply for the sake of measurement.
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During the interview process, it became clear that both sales leaders and salespeople agreed in
the value of capturing only the metrics that could directly forecast or actually lead to sales. Using
examples of what she actually looks at in terms of metrics, one sales leader describes how
measuring what matters can grow the business:
I'm looking at how many times he's gone out and visited a ______, how many times he's
gone out and visited a ________, those activities that can help you prospect clients. I'm
looking at how many times he might do a __________ seminar. So what activities are
you doing to pull out those leads. It could be varied and it's not just phone calls. It could
be mailers it could be direct advertising, it could be using your CRM, which is your client
relationship management tool. So, you can reach out to them and different at different
times of the year for different occasions that can hopefully spur business.
Speaking about the value of measuring what’s important, a salesperson said: “The first
thing that's more helpful than others is how many new opportunities are being created. Because,
who cares about the number of phone calls made who cares about the number of emails sent out.
Proof The Process Works
In this study, the axial code “proof that the process works,” referred to the sales leader
striving to ensure that the sales rep understood that following the process would lead to sales.
During the interview process, it became obvious that all sales leaders clearly saw the value of
proving the process. One sales leader gave specific metrics while another strove to talk about
how she worked to make sure they understand. Another sales leader made it clear that without
the process, there can be no sales. Only the sales leadership participants had a response count
high enough to be included in this section. Speaking directly about a process, a sales leader
indicated the metrics used to show that a process works:
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So, once you identify the candidates. Then you think about what we call “time blocking,”
specific times that you will call, and then setting goals for those time blocks. It could be
that I'm going to continue to call until I get a “yes” or it could be that I'm going to make
X amount of calls in X amount of time, 50 calls an hour, whatever it may be. I won't stop
calling until I get it right and it's understanding that you need a certain number of at bats,
so that you can get to a customer so it's not just about selling the product and getting a
“yes” on the product, but it's being able to get the person on the phone.
Referring to inputs that lead towards outputs and that there’s no way to avoid doing the
work, a sales leader said: “There's no way around x, at the end of the day, what you put in is
what we're going to get out. The activity matters. If we're not following up if we're not doing the
right things, if the right things aren't being done then generally bad things happen.”
Selective Coding
Selective coding was described by Saldana (2016) as producing a code or core category
that “covers and accounts for all other codes thus far in grounded theory analysis” (p. 250).
Corbin and Strauss (2014) state that categories and codes become integrated around the central
or code category that can explain the phenomenon theoretically. Based on the codes generated by
the interviews, and memos made by the researcher, the common thread of the axial codes was
determined by the researcher to be “alignment” between the salespeople and the senior sales
leader. Alignment, as the selective code, explained the end goal of both roles- the successful
closing of sales opportunities. However, as it related to implementing a hybrid sales control
system, alignment best described the “desired state” for each of the axial codes. Figure 4.1
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presents a visual representation of the selective code structure also referred to as the axial coding
paradigm (Creswell & Poth, 2018, p. 85).

Figure 4.1. Axial Code Paradigm
Relating Axial Codes to The Selective Code
According to Charmaz (2014), selective coding conceptualizes how the axial codes are
connected and move the analysis in a direction of theoretical development. Understanding the
relationship between the axial codes and the selective code shows how the researcher integrated
them in the process of developing the theoretical model. Below are the definitions of how each
axial code relates to the selective code.
Alignment on Process and Alignment
The axial code “alignment on process” was used to describe how the sales leader and
salesperson must agree that the process will be followed. This agreement ensured that both roles
supported the means to achieve a common goal. Alignment as a selective code captured this
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concept completely because it explained how both roles had to see eye to eye on the plan they
would follow and enforce to achieve sales output.
Formal Defined Process and Alignment
“Formal defined process” as an axial code, explained how both sales leader and
salesperson participants had to formally recognize and standardize on the sales process across the
entire company. The selective code called “alignment” encapsulated this because it referred to
the agreement that the same methodology would be used to measure progress regardless of role.
Selection of Process and Alignment
The axial code referred to as “selection of process” included the different methods used
to determine the process used within a sales organization. This referred to the authority given to
the sales leadership to choose the process and the salesperson’s obligation to follow it.
“Alignment” as a selective code denoted this recognition of the chain of command by both roles.
Reinforcement of Alignment
The “reinforcement” axial code indicated the need for consistent engagement between
sales leader and salesperson to maintain accountability. The seller needed to be reassured of the
metrics to provide motivation to continue to maintain the effort. The sales leader had to commit
to meeting with the rep on a regular basis to show support for the process. The selective code of
“alignment” suggested that this consistent attention by both roles ensured that both roles
demonstrated commitment to each other.
Capture Only What Is Useful and Alignment
The axial code called “capture only what is useful” supported the idea that metrics used
to measure seller effectiveness should directly influence sales output. Both sales leaders and
salespeople stated this requirement in their responses to the interview questions. “Alignment” as
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a selective code portrays this idea that neither role wants to expend effort nor resources on data
collection or measurement that doesn’t help win deals.
Proof the Process Works and Alignment
The axial code called “proof the process works” described the value of proving the value
of the sales process to the salesperson. Salespeople who saw proof of the benefits of the process
for themselves were more likely to initially accept and continue to follow it. “Alignment” as a
selective code captured this concept because mutual agreement is achieved when both sides
accept that the process works.
Synthesis of the Data into the Grounded Theory Model
The flow from data structures to building a theoretical model was critical for representing
the participants’ experience in theoretical terms (Gioia et al., 2013). The grounded theory coding
and “memoing” process for this qualitative study provided the foundation for generating a model
based on the data collected in this study. The data analysis indicated that a hybrid sales control
system required six critical categories (axial codes) that were connected by a centralized
selective code. These codes and categories could have directly led to the development of a
theoretical model. However, the researcher believed that creating a model with seven different
inputs was not conducive to producing something that would translate easily and straightforward
into practice. In addition, the central code of alignment was used to develop a story to describe
the relationship of the codes (Creswell & Poth, 2018) but was not specific enough to be
highlighted in the model. The code was too general and open for interpretation, so rather than use
it in the model, the researcher used it to emerge constructs that better explained the required
elements of the model. Therefore, the researcher developed three constructs based on the axial
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and selective codes for development of a theoretical model and ultimately a theory useful for
both research and practice.
Construct 1: Mutual Agreement of Process Structure Based on Value
The first construct is mutual agreement of process structure, based on value, and included
the axial codes: alignment on process, capture only what is useful, proof the process works, and
the selection of the process. Combined with the selective code of alignment, it represented the
idea that the sales leader and salesperson agreed on the process characteristics, why those
specific characteristics existed, and why both roles will receive value by using it.
Construct 2: Formal Expectations Defined and Made Clear
The second construct, formal expectations defined and made clear, included the
alignment of the sales leaders’ and salespeople’s understanding of the formal sales process
requirements. Specifically, the expectations were to be documented and easily understood with
the goal to eliminate any confusion or misunderstanding of the metrics or methods used to
capture information and successfully win business.
Construct 3: Consistent Engagement and Collaboration
The final construct, consistent engagement and collaboration, consisted of the alignment
of both roles in understanding the need to regularly meet and ensure that the plan was being
followed. The goal was to focus on the execution of the process. Specifically, it was to ensure
that the sales leader committed to verifying that the salespeople were following the process and
that the sellers would have regular opportunity to receive feedback, ask questions, or request
assistance. Table 4.5 indicates how the axial codes align to the constructs.
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Table 4.5. Axial Codes to Construct Mapping
Axial Codes
Alignment on Process
Capture What Is Useful
Proof Process Works
Selection of Process
Reinforcement
Formal Defined Process

Theoretical Model Constructs
Mutual Agreement of Process Structure Based on
Value
Consistent Engagement and Collaboration
Formal Expectations Defined and Made Clear

Theoretical Model
The grounded theory model in Figure 4.2 shows the interaction of the themes that were
outlined in this chapter. This model illustrated the key relationships among the emergent themes
from this study and was based on sales leader and salesperson perceptions of alignment in the
successful implementation of a hybrid sales control system. The model did not have a priori
sequence to arrive at the ideal state but included all three constructs that were needed to occur
simultaneously. This overlap of themes indicated the ideal state needed to enable the
implementation of a hybrid sales control system within a sales organization.
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Figure 4.2. Theoretical Model
Chapter Summary
In this chapter, details on the participants, the collected data, and the resulting theory
were provided. A total of 76 open codes were created based on 12 interviews of six sales leaders
and six salespeople. These codes were used to create 11 axial codes for the sales leaders and 12
for the salespeople. These were reduced to a total of six by only using the axial codes that were
mentioned in at least 67% of the interviews. From these, a single selective code of alignment was
determined to be central to the data. Next, three constructs were created to support a theoretical
model that was designed to be usable by practitioners.
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CHAPTER FIVE:
DISCUSSION
Chapter Overview
Provided in this chapter is the conclusion to this dissertation research study, which
introduces the theory of legitimacy-based reciprocity based on the theoretical model developed
in the previous chapter, to answer the research question of what the barriers and enablers of are
implementing a hybrid sales control system. Next, is a discussion of rival theories and how the
results of the research address the research question followed by a discussion of how the results
of this study extend the current literature, as well as recommendations for future research.
Finally, an examination of how the study’s results can be utilized in practice is offered.
Proposed Theory
A theory was proposed as a result of the data collected and analyzed in this study, to
describe the interaction of all three constructs. The theory was called the theory of legitimacybased reciprocity. According to Bhattachererjee (2012), “theories should be able to explain why
things happen, rather than just describe or predict” (p. 25). Sales organizations wanting to know
why a hybrid sales control system was implemented successfully could use this theory to provide
an understanding.
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Legitimacy Defined
Legitimacy has several definitions. Weber and Weber (1997) stated, “The basis of every
system of authority, and correspondingly of every kind of willingness to obey, is a belief, a belief
by virtue of which persons exercising authority are lent prestige” (p. 381). According to Stillman
(1974), “Legitimacy is the compatibility of the results of governmental output with the value
patterns of the relevant systems, that is, those affected by these results” (p. 42). Suchman
considered that “Legitimacy is a generalized perception or assumption that the actions of an
entity are desirable, proper, or appropriate within some socially constructed system of norms,
values, beliefs, and definitions” (1995, p. 574). In his book, The Legitimation of Power, David
Beetham (2013) stated, “Where power is acquired and excised according to justifiable rules, and
with evidence of consent, we call it rightful or legitimate” (p. 3). Beetham (2013) also described
that power is legitimate when it:
•

Conforms to established rules.

•

The rules are justified by both those in power and those who must obey.

•

The subordinate consents and recognizes the power.

A more practitioner-focused definition was provided by Malcom Gladwell in his book,
David and Goliath. Gladwell (2013) explains that the principle of legitimacy is based on three
things. First, the people who are asked to obey authority must feel like they have a voice and if
they speak up, they will be heard. Second, the law has to be predictable so there is reasonable
expectation that the rules tomorrow will be the same as they are today. Third, the authority must
treat everyone fairly (p. 208).
The researcher’s concept of legitimacy was shaped using these definitions. For the theory
proposed within this dissertation, the researcher applied legitimacy as:
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•

A power structure based on consent existed in an organization and that there were
those who ultimately selected policy and those that had to agree to follow it.

•

Subordinates had to be permitted to help craft the policy and saw value in its
existence and enforcement through proof that it directly affected their sales
results.

•

Those in power were required to actively participate in the policy measurement
with the subordinate to validate its existence and demonstrate commitment to it.

Reciprocity Defined
Reciprocity is defined as a kind or unkind treatment and a behavioral reaction to that
treatment (Falk & Fischbacher, 2006). According to Molm (2010), reciprocity was structured
and variable across different forms of exchange, that these variations in the structure of
reciprocity had profound effects on the emergence of integrative bonds of trust and solidarity,
and that these effects were explained and mediated by a set of risk- and conflict-based processes.
The researcher used these definitions to apply reciprocity in this study as common respect
between sales leaders and sales leaders demonstrated and reinforced through the continual
mutual participation and execution of policies. Combined, the theory explains the necessary
components of a hybrid sales control system to maximize the enablement of its implementation.
Figure 5.1 shows the theory as it is applied to the theoretical model.
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Figure 5.1. Theory of Legitimacy-based Reciprocity

Rival Theories
Justice Theory
Justice theory is based on two principles. The first principle states that every person has
the same liberties as everyone else. The second principle states that for inequalities, those who
are the least advantaged should have the biggest benefit and access to the benefits of "offices and
positions" under all conditions of fair equality (Cohen, 1987). The theory, when applied in a
business environment, states that people want fairness, which can contribute to a culture of trust.
This is especially true for employees in organizations that are normally run by a top-down
approach, where every level of management is treat differently.
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This theory applies to this study in that it addresses two of the three constructs of the
theoretical model. It supports the construct that there should be mutual agreement of the process
based on value, since fairness requires both seller and sales leader to agree on the sales process
selected and used to measure progress. It also supports the construct of formal expectations
defined and made clear since both roles must clearly understand how the measurements will be
made.
The theory falls short in addressing the third construct of consistent collaboration and
engagement. Justice theory has a central tenant which states that there must be some type of
equilibrium between parties. However, in a business situation, equilibrium between sales leader
and salesperson is less important than the two roles having a mutual understanding. This enables
the sales leader to dictate what type of sales process needs to be accomplished in order to achieve
organizational objectives, though the salesperson may resist it. Ultimately, the two roles need
alignment rather than equilibrium. Justice theory does a great job of explaining some of the
underlying needs of both the sales leader and the salesperson, but it doesn’t go far enough to
explain the required relationship between the two parties.
Systems Theory
Systems theory states that an organization is actually a system composed of various
subsystems that interact with each other, are affected by the environment, and must work
together to be successful (Hammond, 2010). This theory supports the theoretical model with the
construct of mutual agreement based on value. The theory focuses on synergy or different parts
of the system working together. The theory addresses the alignment aspect of the research. It also
supports the model with the construct of collaboration again with the focus on different parts of
the system working together. The theory does not completely address the model in terms of
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defining exactly what has to be done. Specifically, talking about defining a process and ensuring
that the formal expectations are defined and made clear; however, this is never explicitly stated
in the model and as a result would not support a complete answer to the research question in this
study.
Goal Theory
This theory states that the source of motivation is the desire and intent to reach a goal;
therefore, there are conditions that must be met. The first is that an individual must accept the
goal and be committed to achieving it. The second is the goal must be specific and measurable.
The third is that the goal must be difficult to achieve but actually be attainable. In the last is that
feedback is provided on the progress (Locke & Latham, 2002).
This theory supports all three constructs of the theoretical model. The condition of the
theory the individual must accept the goal certainly aligned to the construct of mutual agreement
based on value. The condition of the theory where the goal must be specific and measurable
alliance with the construct deferral formal expectations defined and made clear. The third
condition of the theory was “feedback is provided” aligns with the construct of consistent
interaction and collaboration. Initial investigation of this theory did appear that it could fully
support the research question.
The theory needs to be extended to address the theoretical model in two key aspects. The
first is that the goal theory has four required conditions. The fourth condition that is irrelevant to
the model in this study is that the goals must be difficult to achieve but attainable. The model
does not refer to difficulty, and therefore would not enable the theory to completely address the
research question. Additionally, goal theory is so widely applied that it is not specific enough for
this domain. The theory requires detailed direction for distinguishing between feedback and
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collaboration. Therefore, the researcher did not feel that goal theory would sufficiently address
the research question.
Bureaucratic Management Theory
This theory focuses on an organization’s policies, protocols, and hierarchy to manage
itself effectively. (Kitana, 2016). This theory aligns with one of the constructs in the theoretical
model. It focuses on rigid structure and procedures, which align with the construct of formal
expectations defined and made clear.
This theory does not completely align with two of the constructs in the theoretical model.
There is a significant focus on key and rigidity within the chain of command. Additionally, task
separation is highlighted where each employee has a job to do and does not engage with other
roles. There is a complete lack of teamwork or collaboration suggested in this theory and
therefore would not address the research question effectively.
Administrative Management Theory
This theory states that managers have six functions based on 14 different principles.
These functions include forecasting, planning, organizing, commanding, coordinating, and
controlling (Edwards, 2018). This theory does have components that align directly to the
theoretical model. One of the principals stated that management gives authority to employees but
that the employee must agree upon authority. Another principle states that teams should be
focused on common goals. Both of these principles align with the theoretical model in terms of
the constructs of mutual agreement, based on value and formal expectations defined and made
clear.
This theory does not completely address the construct of consistent interaction and
engagement between the seller and the sales leader. It does have principles about managers
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working to keep employees engaged. Furthermore, employees should have the freedom to carry
out their jobs without being forced or ordered. While these are positive traits, the theory does not
address the rigor needed to ensure that standardized work is being created and followed in a way
that is consistent with interaction between the seller and the sales leader.
Scientific Theory
This theory focuses on the scientific method to maximize the efficiency of work and is
based on four principles. The first principle says that jobs to be done should be studied to make
sure they're accomplished in the most efficient way. The second states that employees should be
selected to do the jobs that match their abilities. The third principle says that workers should be
monitored closely to ensure they are doing the jobs they are supposed to be doing, in the way
they're supposed to be doing it. The last principle says the managers should spend time training
employees (Kitana, 2016).
This theory slightly applies to the research in terms of one of the three constructs
identified in the theoretical model. This theory states that management should monitor their
employees closely to ensure the right jobs are being done correctly. This does somewhat align
with the third construct of consistently meeting and engaging with salespeople. However, this
theory tends to be more focused on micromanagement and less on collaboration.
This theory does not address two of the three constructs of the theoretical model
presented in this study. This theory focuses on data-driven tasks and measurement. There is
clearly an absence of alignment or mutual agreement of value of the process. This theory does
not address making formal expectations clear for the employee. As a result, this theory would not
address the research question in an adequate manner.
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Addressing the Research Question
The theory developed in this study was used to address the research question: what are
the barriers and enablers for sales leaders and salespeople to consider when implementing a
hybrid sales control system? The theory required three necessary conditions to be present for a
successful implementation of a hybrid sales control system. Therefore, a single enabler,
existence of all three conditions, existed for sales leaders and salespeople to consider when
implementing a hybrid sales control system. The barriers existed when the conditions for the
theory were not met which resulted in four potential barriers.
The first barrier is shown in Figure 5.2 and indicates when none of the theory’s three
components were present during the implementation. Having none of the model’s required
elements implied that the sales organization failed to have formal expectations, any collaboration
between the sales leaders and salespeople, and agreement on the value each would receive from
following a process. Absence of all of the required conditions described by the theory would
represent a barrier to the successful implementation of a hybrid sales control system.
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Figure 5.2. Barrier 1
The second barrier occurred when the sales organization had the mutual agreement of
process structure based on value and ensured that the formal expectations were defined and made
clear but did not have consistent engagement or collaboration as depicted in Figure 5.3. In this
situation, the lack of sales leader participation in the sales process could indicate to the
salesperson that the goal of the process was compliance and the value of the process to the
salesperson was not an important consideration of the sales leader. This could cause failure of the
implementation or significantly restrict its benefit to the organization.
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Figure 5.3 Barrier 2
The third barrier occurred when the sales leaders and salespeople had mutual agreement
of process structure based on value and consistent engagement and collaboration but lacked the
definitions or clarity of formal expectations.

Figure 5.4. Barrier 3
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In this situation, depicted in Figure 5.4, both roles met regularly and agreed that there was
value in some processes but the organization never standardized or provided explanations as to
exactly what was required. This created a barrier because salespeople might not have understood
all of the expectations placed upon them.
The final barrier arose when there was consistent engagement, collaboration, and
engagement among the sales leaders and salespeople, and formal expectations were defined and
made clear. However, there was no mutual agreement on the process structure based on value as
depicted in Figure 5.5. Without agreement on the process structure, salespeople and sales leaders
might not be able to plan consistently for every sales opportunity which would result in wasted
resources planning and forecasting at the individual deal level.

Figure 5.5. Barrier 4
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Contribution to Research
The results of the study indicate six categories that need to be considered by practitioners
wanting to successfully implement a hybrid sales control system. The aforementioned categories
represent six considerations a sales organization must address otherwise the implementation will
most likely fail. Future research should test the theory to verify its ability to explain the
phenomenon.
Future Research
Future research based on the model and the Theory of Legitimacy-Based Reciprocity
presented here should certainly include confirming and extending it. One suggestion for
extending the research in this study would be to include participants from different companies
within the same vertical industry or from companies that have a similar type of sales approach
(transactional, solution, consultative types, selling methodologies). While this study sought to
develop a theory that better explains and predicts the conditions of the phenomena, more work
that is generalizable to the findings across different industries and focusing on a single industry
or selling type may reveal additional useful insights.
Another recommendation for future research would be to confirm the results from this
study by conducting a similar qualitative research study using a deductive approach, focusing on
the axial codes identified in the study. This approach would include interviewing sales leaders
and salespeople; however, the data analysis would be focused on the axial codes from this study
during the coding process (Azungah, 2018). This could further confirm and extend whether the
codes identified in this study were replicated in additional research studies.
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Another approach for future research would be to utilize mixed methods research. This
study utilized a theoretical sampling approach where the participants were selected because they
were thought to be knowledgeable of the phenomenon being studied. Additionally, the number
of interviews follows the saturation methodology, which concluded the collection of data with no
new insights. A mixed methods approach that utilizes questionnaires to a much larger sample
size would provide better confirmation that the theory established by this research match the
perceptions of this much larger sample.
Extending the Current Literature
The theory developed in this research can be used to identify antecedents that are not
based on organizational factors. The most common antecedents for selecting a sales control
system, as identified by the researcher in the literature, were environmental factors,
organizational factors, salesperson factors, product complexity, and task characteristics. The
aforementioned were based on the most common theories identified in this study’s literature
review. A new theory may provide the opportunity to develop different antecedents based on a
theory independent of the characteristics of the sales organization.
Contribution to Practice
The focus of the research question on hybrid sales control systems was directly related to
the researcher’s experience, which suggests that this type of hybrid sales control system process
provides the most visibility and situational awareness that sales organizations require. This is
especially true when sales results are lacking, and the organization needs to make a change in
order to improve results. Prior to this research study, there was an insufficient guiding theory for
sales organizations that wasn’t based on factors outside of the organization’s control. If a sales
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organization needs to employ a hybrid sales control system to improve output, that
implementation should not be based on any existing factors that affect the sales organization,
especially if the aforementioned factors most likely lead to the problem in the first place. Sales
organizations can use the theory developed in this study regardless of any environmental,
organizational, salesperson, product complexity, or task characteristic factors.
Sales Leaders
Sales leaders looking to add a level of measurement and understanding for their
salespeople within their organization need the benefits offered by a hybrid sales control system.
The combination of outcome and behavior metrics ensures that the status of achieving sales
quota is measured with both leading and lagging indicators. The challenge is implementing such
a system when the current system is completely different. In this research, the key aspects of the
implementation to increase the likelihood of successful adoption are identified.
The Theory of Legitimacy-Based Reciprocity and its included constructs indicate the
need for a chain of command. However, the theory also indicates the need for a reciprocal
relationship or alignment among the salespeople. Dictating a system to salespeople, especially
when results are lacking, is one of the barriers indicated in this study.
In addition to advising sales leaders and what they need in order to successfully
implement a hybrid sales control system, the theoretical model can be utilized to help understand
the situational awareness the sales leaders are facing within their organization, and the actions
they must take to ensure a smooth deployment. The constructs of the theoretical model provide
guidance as to the specific requirements needed. Additionally, the six axial codes can be
developed into scales based on a set of questions. By answering these questions, the sales leaders
can know exactly what resources they have and what they are lacking. They can also use the
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model as a guide to course, correct, add, or eliminate elements that provide barriers to
implementation and ensure an environment rich with enablers.
Salespeople
Salespeople can also use the Theory of Legitimacy-Based Reciprocity to help them be
successful in their jobs and determine the organizational support they need to receive from their
company to maximize effectiveness. Additionally, it can serve as proof for why they need these
resources, and the value organizations will receive for providing them.
Salespeople can also use this tool when interviewing for companies, as often it can be
difficult to understand exactly the situation the salesperson is going into when discussing
potential employment with the firm. The six axial codes can be developed into a set of questions
to ask the company about its sales methodology and its commitment to helping the sales rep
succeed. Knowing the firm’s position in terms of sales control system methodology could
indicate to sales rep if the company pursues an environment of collaboration and support.
Consultants
The model and theory developed in this research study will be extremely helpful to
consultants in the sales process improvement industry. The goal of the theory was to be
generalizable across many industries and be independent of any current characteristics of the
sales organization. Consultants can use this model with a wide array of sales organizations
without the limitations of the sales organization structure, sales model, geographic disbursement,
disparate salesperson skill levels, or technology stack.
Similar to sales leaders, consultants can develop scales based on the axial code. They can
then use a set of questions based on each code to determine weak points that will result in
barriers of implementing a hybrid sales control system. This approach will provide excellent
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situational awareness and identify the areas of consultant needs to focus time and number to
create an enabling environment for the control system.
Limitations
Certain limitations exist within this research study. This study was conducted as a
dissertation, so the researcher was the sole coder for all interviews. The dissertation chairs and
committee reviewed the results to ensure accuracy; however, the memos and coding represent
only one person’s viewpoint. Additionally, a consideration for the selection of grounded theory
as a method was in part due to the researcher’s experience with sales control systems. This
permitted a smaller sample size since the goal was saturation. It also permitted a single method
of data collection in the form of interviews. Future research should consider additional changes
to the methodology. These changes fall under the category of “Triangulation.”
Flick (2002) suggests four unique uses of triangulation to produce a richer data set and
minimize the likelihood of bias in research. The first use case is data triangulation, which
involves the use of different sources of data. Since saturation was a key determiner in the sample
size for this study’s goal of developing a theory, future efforts intending to validate the theory
could include a larger sample, and salespeople and senior sales leaders from additional industries
or subjects outside of the United States.
The second use case is investigator triangulation. This involves the use of more than one
researcher to gather and analyze the data. This increase in perspectives and influence on the
study could lead to different interpretations and results of the research. The third use of
triangulation involves theory. Approaching the problem with new or adjacent theories, in
addition to the one generated from this study, may “extend the possibility of producing
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knowledge” (Flick, 2002, p. 444). The final use case, and possibly the most important to expand
the research, is methodological triangulation. This involves using multi or mixed methods to
conduct future research. While interviews were the best option for developing the theory, other
methods may prove more useful for validating it. These four triangulation techniques offer future
research several options for advancing the knowledge and improving the answer to the research
question.
Delimitations
The choice of the research question was to focus on the factors that practitioners can use
when implementing a hybrid sales control system and supports the researcher’s need when
consulting to sales teams. There are adjacent questions that need to be researched but this
particular question addresses a critical need in business today. An example of an adjacent
concern would be the concept of hybrid sales control system adoption. The researcher saw these
problems as separate and requiring different studies. Since implementation occurs before
adoption, the researcher believed that implementation was the most obvious choice for beginning
the research on this topic.
This study involved 11 business-to-business sales organizations and only a single
business-to-consumer company. The problem that this study targeted exists in all sales
organizations; however, the researcher’s expertise is within business-to-business sales, thus the
intent was to maximize the study’s inquiry in a domain the researcher understood and could
maximize the value of data analysis.
The study encompassed many different industries. There was no intent to limit the scope
of this study to a few or even a single industry. The design of the study was to capture data from
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different industries and understand the phenomenon from as many different sources as possible.
The researcher wanted to determine if using disparate industries and saturation would result in a
theory generalizable across all industries.
Conclusion
The goal of this study was to extend the current literature of hybrid sales control systems,
as well as provide guidance to practitioners looking to implement them. The research identified
six key categories that organizations must consider if they want to successfully implement a
hybrid sales control system. These categories, connected through a central code, resulted in three
important constructs: alignment on process, alignment on requirements, and alignment on
reinforcement. These combined to create a theoretical model that identified the theory of
legitimacy-based reciprocity. Future research can include this theory in additional studies to
further the knowledge in this area. Practitioners can take this theory and develop it into usable
tools and models for practitioners that will benefit sales leaders and salespeople.

84

REFERENCES
Anderson, E., & Oliver, R.L. (1987). Perspectives on behaviour-based versus outcome-based
sales force control systems. Journal of Marketing, 51(4), 78-88.
https://doi.org/10.2307/1251249
Agarwal, S., & Ramaswami, S. N. (1993). Marketing controls and employee responses: The
moderating role of task characteristics. Journal of the Academy of Marketing Science,
21(4), 293. https://doi.org/10.1007/BF02894522
Ahearne, M., Rapp, A., Hughes, D. E., & Jindal, R. (2010). Managing sales force product
perceptions and control systems in the success of new product introductions. Journal of
Marketing Research, 47(4), 764–776. https://doi.org/10.1509/jmkr.47.4.764
Avlonitis, G. J., & Panagopoulos, N. G. (2010). Selling and sales management: An introduction
to the special section and recommendations on advancing the sales research agenda.
Industrial Marketing Management, 39(7), 1045–1048.
https://doi.org/10.1016/j.indmarman.2009.12.006
Azungah, T. (2018). Qualitative research: Deductive and inductive approaches to data analysis.
Qualitative Research Journal, 18(4), 383-400. http://dx.doi.org/10.1108/QRJ-D-1800035
Baldauf, A., Cravens, D. W., & Piercy, N. F. (2005). Sales management control research—
synthesis and an agenda for future research. Journal of Personal Selling & Sales
Management, 25(1), 7–26. https://doi.org/10.1080/08853134.2005.10749044
Beetham, D. (2013). The legitimation of power. Macmillan International Higher Education.
Bello, D., & Gilliland, D. (1997). The effect of output controls, process controls, and flexibility
on export channel performance. Journal of Marketing, 61(1), 22–38.
https://doi.org/10.2307/1252187
Bernard, H. R. (1988). Research methods in cultural anthropology. Sage Publications.
Bernard, H. R. (2011). Research methods in anthropology (4th ed.). Rowman & Littlefield.
Bloomberg, L. D., & Volpe, M. (2012). Completing your qualitative dissertation: A road map
from beginning to end. SAGE Publications.

85

Bloomberg, L. D., & Volpe, M. (2018). Completing your qualitative dissertation: A road map
from beginning to end (2nd ed.). Sage Publications.
Boddy, C. R. (2016). Sample size for qualitative research. Qualitative Market Research: An
International Journal, 19(4), 426-432. https://doi-org.ezproxy.lib.usf.edu/10.1108/QMR06-2016-0053
Brinkmann, S., & Kvale, S. (2015). Interviews: Learning the craft of qualitative research
interviewing (Vol. 3). SAGE Publications.
Challagalla, G., & Shervani, T. (1996). Dimensions and types of supervisory control: Effects on
salesperson performance and satisfaction. Journal of Marketing, 60(1), 89-105.
https://doi.org/10.2307/1251890
Charmaz, K. (2006). Constructing grounded theory: A practical guide through qualitative
analysis. SAGE Publications.
Charmaz, K. (2014). Constructing grounded theory (2nd ed.). Sage.
Churchill, G. A. Jr, Ford, N. M. & Walker, O. C. Jr (1993). Sales Force Management, R.D.
Irwin.
Churchill Jr, G. A., Ford, N. M., Hartley, S. W., & Walker Jr, O. C. (1985). The determinants of
salesperson performance: A meta-analysis. Journal of marketing research, 22(2), 103–
118. https://doi.org/10.1177/002224378502200201
Cohen, R. L. (1987). Distributive justice: Theory and research. Social justice research, 1(1), 19–
40. https://doi.org/10.1007/BF01049382
Corbin, J., & Strauss, A. (2007). Basics of qualitative research: Techniques and procedures for
developing grounded theory (3rd ed.). Sage.
Corbin, J., & Strauss, A. (2014). Basics of qualitative research: Techniques and procedures for
developing grounded theory (4th ed.). Sage.
Corcoran, K. J., Peterson, L. K., Baitch, D. B. and Barrett, M. F. (1995). High performance sales
organizations. Irwin.
Cravens, D.W., Ingram, T. N., LaForge, R. W., & Young, C. E. (1993). Behavior-based and
outcome-based salesforce control systems. Journal of Marketing, 57(4), 47–59.
https://doi.org/10.2307/1252218
Creswell, J. W. (2003). Research design: Quantitative, qualitative, and mixed methods
approaches. Sage.
Creswell, J. W., & Creswell, J. D. (2005). Mixed methods research: Developments, debates, and
dilemmas. Research in Organizations, (1st ed.), 315-326. Bernett-Koehler.

86

Creswell, J. W., & Creswell, J. D. (2018). Research design: qualitative, quantitative, and mixed
methods approaches (5th ed.). Sage.
Creswell, J. W., & Poth, C. N. (2018). Qualitative inquiry and research design: Choosing among
five approaches. Sage.
Dansereau Jr, F., Graen, G., & Haga, W. J. (1975). A vertical dyad linkage approach to
leadership within formal organizations: A longitudinal investigation of the role making
process. Organizational Behavior and Human Performance, 13(1), 46–78.
https://doi.org/10.1016/0030-5073(75)90005-7Darmon, R. Y., & Martin, X. C. (2011). A
new conceptual framework of sales force control systems. Journal of Personal Selling &
Sales Management, 31(3), 297–310. https://doi.org/10.2753/PSS0885-3134310307
Darmon, R. Y. (1998). The effects of some situational variables on sales force governance
system characteristics. Journal of Personal Selling & Sales Management, 18(1), 17–30.
https://doi.org/10.1080/08853134.1998.10754117
Deci, E. L., Ryan, R. M., & Aronson, E. (Ed.). (1985). Cognitive Evaluation Theory. In Intrinsic
motivation and self-determination in human behavior (pp. 43–85). Springer. https://doiorg.ezproxy.lib.usf.edu/10.1007/978-1-4899-2271-7_3
Deeter-Schmelz, D. R., Kennedy, K. N., & Goebel, D. J. (2002). Understanding sales manager
effectiveness: Linking attributes to sales force values. Industrial Marketing Management,
31(7), 617–626. https://doi.org/10.1016/S0019-8501(02)00182-7
Dubinsky, A. J. (1999). Salesperson Failure: Sales Management is the Key. Industrial Marketing
Management, 28(1)), 7-17. https://doi.org/10.1016/S0019-8501(98)00018-2
Echchakoui, S. (2013). Sales force control system: Review and perspectives. Recherche et
Applications En Marketing, 28(4), 68–96. https://doi.org/10.1177/2051570713511913
Echchakoui, S. (2014). Salesperson profitability in relationship marketing. Journal of Modelling
in Management, 9(3), 306–323. https://doi.org/10.1108/JM2-02-2014-0014
Edwards, R. (2018). An elaboration of the administrative theory of the 14 principles of
management by Henri Fayol. International Journal for Empirical Education and
Research, 1(1), 4151. https://doi.org/https://doi.org/10.35935/edr/21.5241
Eisenhardt, K. M. (1985). Control: Organizational and economic approaches. Management
science, 31(2), 134-149. https://doi.org/10.1287/mnsc.31.2.134
Falk, A., & Fischbacher, U. (2006). A theory of reciprocity. Games and economic behavior,
54(2), 293-315. https://doi.org/10.3929/ethz-a-004372683
Flaherty, K. E., Arnold, T. J., & Shane Hunt, C. (2007). The influence of the selling situation on
the effectiveness of control: Toward a holistic perspective. Journal of Personal Selling &
Sales Management, 27(3), 221–233. https://doi.org/10.2753/PSS0885-3134270302

87

Flick, U. (2002). An introduction to qualitative research (2nd ed.). Sage.
Gioia, D. A., Corley, K. G., & Hamilton, A. L. (2013). Seeking qualitative rigor in inductive
research: Notes on the Gioia methodology. Organizational Research Methods, 16(1), 15–
31. https://doi.org/10.1177/1094428112452151
Gladwell, M. (2013). David and Goliath: Underdogs, misfits, and the art of battling giants.
Little, Brown.
Glaser, B. G., & Holton, J. (2007). Remodeling grounded theory. Historical Social
Research/Historische Sozialforschung, #(Supplement), 47–68.
http://www.jstor.org/stable/40981068
Glaser, B. G., & Strauss, A. (1967). The discovery of grounded theory: Strategies for qualitative
research. Aldine.
Grbich, C. (2013). Qualitative data analysis: An introduction (2nd ed.). Sage.
Hammond, D. (2010). The Science of Synthesis: Exploring the Social Implications of General
Systems Theory. University Press of Colorado.
Harding, J. (2013). Qualitative data analysis from start to finish. Sage.
Husain R. V., S. (2018). Sales control and performance: Moderating effects of salesperson and
supervisor characteristics. Marketing Review, 18(1), 55–69.
https://doi.org/10.1362/146934718X15208754808216
Inyang, A. E., & Jaramillo, F. (2020). Salesperson implementation of sales strategy and its
impact on sales performance. Journal of Strategic Marketing, 28(7), 601–619.
https://doi.org/10.1080/0965254X.2019.1593223
Jacobs, R. L. (2011). Developing a research problem and purpose statement. In T. S. Rocco, &
T. G. Hatcher (Eds.), The Handbook of Scholarly Writing and Publishing (pp. 125–142).
Jossey-Bass.
Jaworski, B. (1988). Toward a Theory of Marketing Control: Environmental context, control
types, and consequences. Journal of Marketing, 52(3), 23-39.
https://doi.org/10.2307/1251447
Jaworski, B. J., & MacInnis, D. J. (1989). Marketing jobs and management controls: Toward a
framework. Journal of Marketing Research, 26(4), 406–419.
https://doi.org/10.2307/3172761
Jones, E., Brown, S. P., Zoltners, A. A., & Weitz, B. A. (2005). The changing environment of
selling and sales management. Journal of Personal Selling & Sales Management, 25(2),
105–111. https://doi.org/10.1080/08853134.2005.10749052

88

Kitana, A. (2016). Overview of the managerial thoughts and theories from the history: Classical
management theory to modern management theory. Indian Journal of Management
Science, 6(1), 16. https://www.researchgate.net/publication/313577364
Krafft, M. (1999). An empirical investigation of the antecedents of sales force control systems.
Journal of Marketing, 63(3), 120–134. https://doi.org/10.1177/002224299906300308
Krafft, M., DeCarlo, T. E., Poujol, F. J., & Tanner Jr, J. F. (2012). Compensation and control
systems: A new application of vertical dyad linkage theory. Journal of Personal Selling
& Sales Management, 32(1), 107–115. https://doi.org/10.2753/PSS0885-3134320109
Lancaster, G. & Jobber, D. (1994). Selling and sales management. Pitman.
Lapierre, J. and Skelling, J. (2005). Salesforce control system in high‐tech contexts: do
environment and industry matter? Journal of Business & Industrial Marketing, 20(6),
297–306. https://doi.org/10.1108/08858620510618138
Lichtman, M. V. (2012). Qualitative research in education: A user′s guide. Sage.
Lincoln, Y. S., & Guba, E. G. (1985). Naturalistic inquiry. Sage Publications.
Locke, E. A., & Latham, G. P. (2002). Building a practically useful theory of goal setting and
task motivation: A 35-year odyssey. American Psychologist, 57(9), 705–717.
https://doi.org/10.1037//0003-066X.57.9.705
Malek, S. L., Sarin, S., & Jaworski, B. J. (2018). Sales management control systems: review,
synthesis, and directions for future exploration. Journal of Personal Selling & Sales
Management, 38(1), 30–55. https://doi.org/10.1080/08853134.2017.140766
Maxwell, J. A. (2013). Qualitative research design: An interactive approach. Sage.
Merriam, S. B., & Tisdell, E. J. (2015). Qualitative research: A guide to design and
implementation. John Wiley & Sons.
Miao, C. F., Evans, K. R., & Shaoming, Z. (2007). The role of salesperson motivation in sales
control systems: Intrinsic and extrinsic motivation revisited. Journal of Business
Research, 60(5), 417–425. https://doi.org/10.1016/j.jbusres.2006.12.005
Miao, C. F., & Evans, K. R. (2014). Motivating industrial salesforce with sales control systems:
An interactive perspective. Journal of Business Research, 67(6), 1233–1242.
https://doi.org/10.1016/j.jbusres.2013.04.007
Miao, C. F., & Evans, K. R. (2012). Effects of formal sales control systems: A combinatory
perspective. International Journal of Research in Marketing, 29(2), 181-191.
https://doi.org/10.1016/j.ijresmar.2011.09.002
Molm, L. D. (2010). The Structure of Reciprocity. Social Psychology Quarterly, 73(2), 119–131.
https://doi.org/10.1177/0190272510369079

89

Morgan, D. L., Ataie, J., Carder, P., & Hoffman, K. (2013). Introducing dyadic interviews as a
method for collecting qualitative data. Qualitative health research, 23(9), 1276–1284.
https://doi.org/10.1177/1049732313501889
Morgan, D., Fellows, C., & Guevara, H. (2008). Emergent approaches to focus group research.
Handbook of emergent methods, Biber, S. N., and Leavy, P. (Eds.), Handbook of
Emergent Methods, 189-205, Guilford Press.
Morgan, R. M., & Hunt, S. D. (1994). The commitment–trust theory of relationship marketing.
Journal of Marketing, 58(3), 20–38. https://doi.org/10.1177/002224299405800302
Morse, J. M. (2007). Sampling in grounded theory. .Sage.
Muller-Bloch, C., & Kranz, J. (2014). A framework for rigorously identifying research gaps in
qualitative literature reviews. International Conference on Information Systems, Fort
Worth. https://core.ac.uk/download/pdf/301367526.pdf
Panagopoulos, N. G., & Avlonitis, G. J. (2008). Sales force control systems: A review of
measurement practices and proposed scale refinements. Journal of Personal Selling &
Sales Management, 28(4), 365–385. https://doi.org/10.2753/PSS0885-3134280403
Oliver, R. L., & Anderson, E. (1994). An Empirical Test of the Consequences of Behavior-and
Outcome-Based Sales Control Systems. Journal of Marketing, 58(4), 53–67.
https://doi.org/10.1177/002224299405800405
Oliver, R. L., & Anderson, E. (1995). Behavior- and outcome-based sales control systems:
Evidence and consequences of pure-form and hybrid governance. Journal of Personal
Selling & Sales Management, 15(4), 1–15.
https://doi.org/10.1080/08853134.1995.10754033
Onyemah, V., & Anderson, E. (2009). Inconsistencies among the constitutive elements of a sales
force control system: test of a configuration theory–based performance prediction.
Journal of Personal Selling & Sales Management, 29(1), 9–24.
https://doi.org/10.2753/PSS0885-3134290101
Ouchi, W. G. (1979). A conceptual framework for the design of organizational control
mechanisms. Management science, 25(9), 833–848.
https://doi.org/10.1287/mnsc.25.9.833
Patton. M. Q. (2002). Qualitative research and evaluation methods (3rd ed.). Sage.
Penrose, E. (1959). The theory of the growth of the firm. The firm as an administrative
organization. In: Mazzucato, M. (Ed.), In Strategy for business, A Reader. 148-160. Sage.

90

Piercy, N. F., Cravens, D. W., Lane, N. (2012)) Sales manager behavior-based control and
salesperson performance: The effects of manager control competencies and
organizational citizenship behavior. Journal of Marketing Theory and Practice, 20(1), 7–
22. https://doi.org/10.2753/MTP1069-6679200101
Powers, T. L., DeCarlo, T. E., & Gupte, G. (2010). An update on the status of sales management
training. Journal of Personal Selling & Sales Management, 30(4), 319–
326. https://doi.org/10.2753/PSS0885-3134300402
Powers, T. L., Jennings, J. A. C., & DeCarlo, T. E. (2014). An assessment of needed sales
management skills. Journal of Personal Selling & Sales Management, 34(3), 206–222.
https://doi.org/10.1080/08853134.2014.890900
Powers, T. L., DeCarlo, T. E., & Gupte, G. (2010). An update on the status of sales management
training. Journal of Personal Selling & Sales Management, 30(4), 319–326.
https://doi.org/10.2753/PSS0885-3134300402
Quigley Jr, C. J., & Bingham Jr, F. G. (1995). Salesforce control techniques: A comparison of
sales managers and salespeople perceptions. Journal of Marketing Theory and Practice,
3(3), 46–59. https://doi.org/10.1080/10696679.1995.11501695
Ramaswami, S. N. (2002). Influence of control systems on opportunistic behaviors of
salespeople: a test of gender differences. Journal of Personal Selling & Sales
Management, 22(3), 173–188. https://doi.org/10.1080/08853134.2002.10754305
Randall, E. J., & Randall, C. H. (2001). A current review of hiring techniques for sales
personnel: The first step in the sales management process. Journal of Marketing Theory
and Practice, 9(2), 70–83. https://doi.org/10.1080/10696679.2001.11501892
Rubin, H. J., & Rubin, I. (2012). Qualitative interviewing: The art of hearing data (3rd ed.).
Sage.
Saldaña, J. (2016). The coding manual for qualitative researchers (3rd ed.). Sage.
Santini, F. D. O., Ladeira, W. J., Vieira, V. A., Araujo, C. F., & Sampaio, C. H. (2019).
Antecedents and consequences of impulse buying: A meta-analytic study. RAUSP
Management Journal, 54(2), 178–204. https://doi.org/10.1108/RAUSP-07-2018-0037
Seidman, I. (2019). Interviewing as qualitative research: A guide for researchers in education
and the social sciences. New York Teachers College Press.
Schwepker Jr, C. H., & Good, D. J. (2010). Transformational leadership and its impact on sales
force moral judgment. Journal of Personal Selling & Sales Management, 30(4), 299–317.
https://doi.org/10.2753/PSS0885-3134300401

91

Shapiro, B. P. (1988). Close encounters of the four kinds: managing customers in a rapidly
changing environment. Harvard Business School Working Paper No, 9-589.
https://www.hbs.edu/faculty/Pages/item.aspx?num=18894
Simons, R. (1990). The role of management control systems in creating competitive advantage:
new perspectives. Accounting, organizations and society, 15(1–2), 127–
143. https://doi.org/10.1016/0361-3682(90)90018-P
Stathakopoulos, V. (1996). Sales force control: A synthesis of three theories. Journal of Personal
Selling & Sales Management, 16(2), 1–12.
https://doi.org/10.1080/08853134.1996.10754049
Stillman, P. (1974). The concept of legitimacy. Polity, (1), 32–56.
https://doi.org/10.2307/3234268
Storbacka, K., Polsa, P., & Sääksjärvi, M. (2011). Management practices in solution sales: A
multilevel and cross-functional framework. Journal of Personal Selling & Sales
Management, 31(1), 35–54. https://doi.org/10.2753/PSS0885-3134310103
Strauss, A. L. (1987). Qualitative analysis for social scientists. Cambridge University Press.
Strauss, A., & Corbin, J. (1994). Grounded theory methodology: An overview. In N. K. Denzin,
& Y. S. Lincoln (Eds.), Handbook of qualitative research (pp. 273–285). Sage.
Strauss, A., & Corbin, J. (1998). Basics of qualitative research techniques. Sage.
Weber, M., & Weber, M. (1997). The theory of social and economic organization. Free Press.
Weitz, B. A., Bradford, K. D. (1999), Personal selling and sales management: A relationship
marketing perspective. Journal of the Academy of Marketing. Sciences, 27(2), 241-254.
https://doi.org/10.1177/0092070399272008
Weston, C., Gandell, T., Beauchamp, J., McAlpine, L., Wiseman, C., & Beauchamp, C. (2001).
Analyzing interview data: The development and evolution of a coding system.
Qualitative sociology, 24(3), 381–400. https://doi.org/10.1023/A:1010690908200
Williamson, O. E. (1985). The economic institutions of capitalism. Free Press.

92

APPENDICES

93

Appendix A: Antecedents to Sales Control Systems
Table A1. Antecedents to Sales Control Systems
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Jaworski, B. (1988). Toward a theory of
marketing control: Environmental context,
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of Marketing, 52(3), 23–39.
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Jaworski, B. J., & MacInnis, D. J. (1989).
Marketing jobs and management controls:
Toward a framework. Journal of
Marketing Research, 26(4), 406–419.

Simons, R. (1990). The role of
management control systems in creating
competitive advantage: New perspectives.
Accounting, Organizations and Society, 1–
2, 127.

Theories

Antecedent Variables

Agency Theory,
Organization Theory,
Transaction Cost
Analysis, Cognitive
Evaluation Theory

Environmental
Variables, Firm
Variables, Salesperson
Variables

Developing a Theory

Macro Environment,
Operating
Environment, Internal
Environment

Survey

Sales
Executives

Contingency Theory

Interviews

Managers

None Found
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Key Findings

The task
characteristicscontrol findings
suggest that the
characteristics of
marketing
positions do have
a role in shaping
the types of
controls-in-use.

Procedural
Knowledge,
Performance
Documentation

Attention Constraints

Table A1. (continued).
Agarwal, S., & Ramaswami, S. N. (1993).
Marketing controls and employee
responses: the moderating role of task
characteristics. Journal of the Academy of
Marketing Science, 21(4), 293.
Oliver, R. L., & Anderson, E. (1994). An
Empirical Test of the Consequences of
Behavior-and Outcome-Based Sales
Control Systems. Journal of Marketing,
58(4), 53–67.
Bello, D., & Gilliland, D. (1997). The
Effect of Output Controls, Process
Controls, and Flexibility on Export
Channel Performance. Journal of
Marketing, 61(1), 22–38.
Krafft, M. (1999). An empirical
investigation of the antecedents of sales
force control systems. Journal of
Marketing, 63(3), 120–134.
Lapierre, J. & Skelling, J. (2005).
Salesforce control system in high‐tech
contexts: do environment and industry
matter? Journal of Business & Industrial
Marketing, 20(6), 297–306.

Survey

Managers and
Salespeople
from multiple
industries

Survey

Electronic
component
manufacturers’
reps

None Found

Managerial
Involvement,
Objective result
measures, risk shifted
to seller, level of
supervisor monitoring
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US
manufacturing
executives that
export through
distributors

Relational Exchange
Theory, Control
Theory

Resource Inadequacy,
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Market Volatility

Survey
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executives of
German
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Ouchi's
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approach
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Variables, Company
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Effect

Survey
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Manager
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Table A1. (continued).
Piercy, N. F., Cravens, D. W., & Lane, N.
(2009) Sales management control level and
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consequences. Industrial Marketing
Management, 38(4), 2009, 459–467.

Mallin, M. L., Asree, S., Koh, A. C., & Hu,
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19(3), 292–305.

Ahearne et al. (2010). Managing sales
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Research, 47(4), 764–776.
Darmon, R. Y. (1998) The effects of some
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of Personal Selling & Sales Management,
18(1), 17–30.
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Market Orientation,
skills required of
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B-2-B Sales
Managers in
different
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Behavior Performance,
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Female sales
representatives
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midsized
pharmaceutical
company
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experience
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Management’s sales
force selling and
control objectives and,
on the availability,
and/or costs of
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Survey
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factors of outcome
observability, behavior
observability, TSA,
and task
programmability.
Salespeople's
Characteristics,
Organizational
Characteristics, Task
Characteristics,
Environmental
Characteristics
Environmental
variables,
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variables, individual
variables (salesperson/
supervisor)

Stathakopoulos, V. (1996) Sales force
control: A synthesis of three theories,
Journal of Personal Selling & Sales
Management, 16(2), 1–12.

No study
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No study
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Organization Theory,
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Analysis

Darmon, R. Y., & Martin, X. C. (2011). A
new conceptual framework of sales force
control systems. Journal of Personal
Selling & Sales Management, 31(3), 297–
310.

No study
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No study
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Agency Theory,
Transaction Cost
Theory

Echchakoui, S. (2013). Sales force control
system: Review and perspectives.
Recherche et Applications En Marketing,
28(4), 68–96.

No study
conducted
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Resource-Based
Theory

Baldauf, A., Cravens, D. W., & Piercy, N.
F. (2005). Sales management control
research: Synthesis and an agenda for
future research. Journal of Personal
Selling & Sales Management, 25(1), 7–26.

No study
conducted

No study
conducted

None found
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Organizational,
Personal Influences

Control System
Theory, Fit Theory,
Configuration Theory

Individual (age and
past sales experience),
firm (strategy, type of
sale is relationship
selling, compensation
strategy), Environment
(market turbulence)

Flaherty, K. E., Arnold, T. J., & Hunt, C.
S. (2007). The Influence of the Selling
Situation on the Effectiveness of Control:
Toward a Holistic Perspective, Journal of
Personal Selling & Sales Management,
27(3), 221–233.

Survey
Salespeople in
the healthcare
sector
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Ramaswami, S. N. (2002). Influence of
control systems on opportunistic behaviors
of salespeople: A test of gender
differences. Journal of Personal Selling &
Sales Management, 22(3), 173–188.
Krafft, M., DeCarlo, T. E., Poujol, F. J., &
Tanner, J. F., Jr. (2012). Compensation and
control systems: A new application of
vertical dyad linkage theory. Journal of
Personal Selling & Sales Management,
32(1), 107–115.
Stacey L. Malek, Shikhar Sarin & Bernard
J. Jaworski (2018) Sales management
control systems: review, synthesis, and
directions for future exploration, Journal of
Personal Selling & Sales Management,
38:1, 30–55.
Husain, R. V.(2018). Sales control and
performance: Moderating effects of
salesperson and supervisor characteristics.
Marketing Review, 18(1), 55–69.

The control
model proposed
indicates no
difference by
gender

Survey

US salespeople
from various
industries

Agency Theory

No study
conducted

No study
conducted

Vertical Dyad
Linkage Theory

Corporate Strategy

No study
conducted

Agency Theory
Organization Theory
Transaction Cost
Analysis
Cognitive Evaluation
Theory

Internal environmentFirm, External
environmentOperating, MacroUncertainty

No study
conducted

Agency Theory,
Organization Theory,
Transaction Cost
Analysis, Cognitive
Evaluation Theory,
Contingency Theory

Selling Environment,
Salesforce

No study
conducted

No study
conducted
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Oliveira Santini, F., Vieira, V. A., Ladeira,
W. J., & Sampaio, C. H. (2019).
Behaviour‐based and outcome‐based
control systems: A meta‐analytic study.
Canadian Journal of Administrative
Sciences, 36(2), 149.

No Study
Conducted

98

Agency Theory,
Organizational
Theory, Transactional
Cost Theory

Market turbulence,
Salesforce size,
Product complexity

Appendix B: Recruitment Email
Document Title: Dissertation Recruitment Material
Document Version: Version 1, November 20, 2020
Hello {First Name},
I am conducting research in the area of sales process for my doctorate dissertation and would value your
input.
The theme of my research is sales control systems and focuses on how companies select to use a system
that utilizes both behavior and outcome measurements to gauge sales success.
I am interested in speaking with senior sales executives as well as salespeople to understand their
experience with these types of measurement systems.
Participating in the study would entail a 30-45 minute interview with me by phone or video call.
Your participation in the study is entirely voluntary and all of your responses will be kept confidential.
No personally identifiable information will be associated with your responses to any reports of this data.
The University of South Florida Institutional Review Board has approved this study. Should you have any
question, please feel free to contact me at 813-545-8739 or jcivitillo@usf.edu.
Kindest regards,
Jay Civitillo
University of South Florida Doctoral Candidate
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Appendix C: IRB Approved-Script for Obtaining Verbal Informed Consent

Script for Obtaining Verbal Informed Consent

Information to Consider Before Taking Part in this Research Study
Title: Barriers and enablers for sales leaders and salespeople to consider when implementing
a hybrid sales control system?
Study # 001810

Overview: You are being asked to take part in a research study. The information in this

document should help you to decide if you would like to participate. The sections in this
Overview provide the basic information about the study. More detailed information is provided
in the remainder of the document.
Study Staff: This study is being led by Jay Civitillo who is a doctoral candidate in the Muma
College of Business Doctor of Business Administration program. This person is called the
Principal Investigator. He is being guided in this research by Andrew Artis, Ph.D. and Robert
Hammond, D.B.A. Other approved research staff may act on behalf of the Principal
Investigator.
Study Details: This study is being conducted at the Muma College of Busines. The purpose
of the study is to examine the barriers and enablers for salespeople and sales leaders when
implementing a hybrid sales control system (a sales process that combines the measurement
of a salesperson’s activities and sales outcomes to gauge overall performance). The research
will include a single 30-45-minute interview with senior sales executives as well as junior
and senior salespeople.
Participants: You are being asked to take part because you are employed full-time within a
sales organization that uses a combination of activity measurement and sales results to
measure the overall performance of salespeople.
Voluntary Participation: Your participation is voluntary. You do not have to participate and
may stop your participation at any time. There will be no penalties or loss of benefits or
opportunities if you do not participate or decide to stop once you start. Your decision to
participate or not to participate will not affect your job status, employment record, employee
evaluations, or advancement opportunities.
Benefits, Compensation, and Risk: We do not know if you will receive any benefit from
your participation. There is no cost to participate nor will be compensated for your
participation. This research is considered minimal risk. Minimal risk means that study risks
are the same as the risks you face in daily life.
Confidentiality: Even if we publish the findings from this study, we will keep your study
information private and confidential. Anyone with the authority to look at your records must
keep them confidential.
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Why are you being asked to take part? You are being asked to participate in this study
because you are employed full-time in a sales organization and have insights, experiences and
opinions on what challenges and benefits an organization has when using a particular kind of
sales management philosophy.

Study Procedures

This study will not be conducted during normal business hours. If you take part in this study, you
will be asked to participate in a 30-45-minute interview by phone or video call at a time that is
convenient for you. The questions will focus on the sales process/ sales control system your
company uses to manage salespeople. There is no preparation on your behalf for the interview.
The interview will be recorded and transcribed for analysis. No personal identifying data will be
collected or linked to the data in any way. The only people who will be allowed to see these
records are: Jay Civitillo (Principle Investigator), Andrew Artis, Ph.D. (Dissertation Committee
Chair), Robert Hammond D.B.A. (Dissertation Committee Chair), David Howard, M.A.
(Dissertation Committee Statistician), and The University of South Florida Institutional Review
Board (IRB).

Alternatives / Voluntary Participation / Withdrawal
You do not have to participate in this research study. You should only take part in this study if
you want to volunteer. You should not feel that there is any pressure to take part in the study.
You are free to participate in this research or withdraw at any time. There will be no penalty or
loss of benefits you are entitled to receive if you stop taking part in this study. The decision to
participate or not to participate will not affect your job status.

Benefits and Risks

You will receive no benefit from this study. This research is considered to be minimal risk. That
means that the risks associated with this study are the same as what you face every day. There
are no known additional risks to those who take part in this study.

Compensation

You will receive no payment or compensation for participating in this study.

Privacy and Confidentiality

We will do our best to keep your records private and confidential. We cannot guarantee absolute
confidentiality. Your personal information may be disclosed if required by law. Certain people
may need to see your study records. The only people who will be allowed to see these records
are: Jay Civitillo (Principle Investigator), Andrew Artis, Ph.D. (Dissertation Committee Chair),
Robert Hammond D.B.A. (Dissertation Committee Chair), David Howard, M.A. (Dissertation
Committee Statistician), and The University of South Florida Institutional Review Board (IRB).
Your information or samples collected as part of the research, even if identifiers are removed,
will NOT be used or distributed for future research studies.
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We may publish what we learn from this study. If we do, we will not include your name. We will
not publish anything that would let people know who you are.
Data collected for this research will be stored at the Muma College of Business, located at the
University of South Florida in the United States.

Contact Information
If you have any questions, concerns or complaints about this study, call Jay Civitillo at 813-5458739. If you have questions about your rights, complaints, or issues as a person taking part in this
study, call the USF IRB at (813) 974-5638 or contact the IRB by email at RSCH-IRB@usf.edu.
We may publish what we learn from this study. If we do, we will not let anyone know your
name. We will not publish anything else that would let people know who you are. You can print
a copy of this consent form for your records.
I freely give my consent to take part in this study. I understand that by proceeding with this
survey, I am agreeing to take part in research and I am 18 years of age or older.

PROTOCOL TITLE:

Barriers and enablers for sales leaders and salespeople to consider when implementing a hybrid
sales control system?

PRINCIPAL INVESTIGATOR:

Jay Civitillo
MUMA-DBA Cohort 2021
Telephone Number: 813-545-8739
Email Address: jcivitillo@usf.edu

VERSION NUMBER/DATE:
V.1 November 16, 2020
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#
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Study Summary
Table D1. Study Summary
Study Title
Study Design
Primary
Objective/Purpose
Secondary
Objective(s)/Purposes
Research
Intervention(s)
ClinicalTrials.gov NCT
#
Study Population
Sample Size
Study Duration for
individual subjects
Study Specific
Abbreviations/
Definitions

Barriers and Enablers of Hybrid Sales Control Systems
Grounded Theory, constant comparative approach using coding of
interviews of practitioners
Examining the barriers and enablers for salespeople and sales
leaders when implementing a hybrid sales control system (one that
combines the measurement of activities and outcome of sales
effort)
N/A
N/A
N/A
Senior sales executives. Junior and senior salespeople
12
30-45 minutes
N/A

Objectives
2.1 Interview sales leaders and salespeople using a series of questions designed to lead to the
development or generation of a theory regarding the barriers and enablers of implementing a
hybrid sales control system.
Background
3.1 There is limited amount of literature concerning the topic of sales control systems. The
concept was formally developed in 1987 in a paper that mentioned two primary controls systems
and the key theories for implementing them. The paper mentioned that companies may select to
implement a mix or hybrid of the two systems but provided no theoretical basis for the selection.
Additional research conducted since that article was published on the subject of sales control
systems focused on many differs aspects of one of the two sales control systems, but little
attention was paid to theory for determining the antecedents of the hybrid sales control system.
3.2 The relevant primary data that exists to support this research is the primary investigator’s 25
years of selling, sales management, and sales operations experience with over 35 companies as
an employee or consultant. There is a need for theoretical explanation for implementing a sales
control system consisting of both behavior and outcome measurements as it’s been the principal
investigator’s experience that many companies use elements of both, and the literature does not
provide guidance on how to do so.
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Study Intervention
N/A
Procedures Involved
5.1 This study will consist of soliciting senior sales executives and salespeople by email and
LinkedIn messaging to participate in a 30-45-minute interview to be conducted by telephone or
video call. The questions will focus on the causal conditions and strategies of implementing a
hybrid sales control system.
5.2 Please select the methods that will be employed in this study (select all that apply):
☒ Audio/Video Recording
☐ Psychophysiological Recording
☐ Behavioral Interventions
☐ Record Review - Educational
☐ Behavioral Observations and Experimentations ☐ Record Review - Employee
☐ Deception
☐ Record Review- Medical
☐ Focus Groups
☐ Record Review - Other
☒ Interviews
☐ Specimen Collection or Analysis
☐ Investigational Device – Non-Significant Risk
☐ Surveys and/or Questionnaires
(e.g. Mobile Applications)
☐Psychometric Testing
☐ Other Social-Behavioral Procedures
5.3 N/A
5.4 The questions are of no risk to the participants.
5.5 N/A
5.6 N/A
5.7 N/A
Data and Specimen Storage for Future Research
6.1 N/A
6.2 N/A
6. 3 N/A
Sharing of Results with Subjects
7.1 Individual subject results will not be shared with subjects or others outside of the research
team
Study Timelines
8.1 The time commitment of the participants will be 30-45 minutes for an interview. There will
be only one interview per subject.
Inclusion and Exclusion Criteria
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9.1 Participants must meet the following condition for inclusion in the study:
•
•
•

Participants must be a minimum age of 18
Participants must be currently employed at a company using a hybrid sales control system
Participants must have at least 3 months of experience working with the company’s sales control system

9.2 Participants will be excluded from the study if:
•
•
•

Participants are under the age of 18
Participants are not employed full-time in the sales department
Participant’s company does not use a formal hybrid sales control system (the company uses either a pure
behavior or pure outcome sales control system)

9.3 There are no circumstances where the participants would become ineligible to continue in the
study once included
9.4 Special population will not be a factor for inclusion and/or exclusion in this study
Vulnerable Populations
10.1 N/A
Local Number of Subjects
11.1 Twelve participants will participate in this study
Recruitment Methods
☐ Email
☐ Flyer
☐ Letter
☐ News Advertisement

☒ Online/Social Media Advertisement
☐ Record Review
☐ SONA
☐ SONA

12.1 Individuals will be approached through email and direct email messaging on LinkedIn and
asked to participate in the study. They will be selected based on their title and the tenure of
experience described in their profile. Individuals who respond will be asked to participate in the
study and also asked to suggest any potential subjects that meet the requirements
12.2 Potential subjects will be notified that the principal investigator is conducting research as
part of a doctoral dissertation and interested in speaking with them. The theme of the research
will be described and a brief explanation provided. The time commitment, how the interview
would be conducted is provided, and state that it will occur during non-working hours. The
message will state that participation is voluntary and that all responses will be kept confidential.
The final part of the message is direct contact information, both email and telephone number, of
the principal investigator.
12.3 No special populations will be targeted, and individuals will only be approached who have a
public profile on LinkedIn which provides a means to contact them
Withdrawal of Subjects
13.1 Subjects will be removed from the research if they are no longer employed by the company
prior to the interview
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13.2 N/A
Risks to Subjects
14.1 There are no known risks above what occurs in normal everyday life to participants as they
will only participate in a single interview session
14.2 N/A
14.3 There are no known risks to others who are not subjects
Potential Benefits to Subjects or Others
15.1 There are no known benefits to individuals who participate in the study
15.2 There are no known benefits to others who are not subjects
Data Management and Confidentiality
16.1 The data analysis plan is to utilize a constant comparative model method. This iterative
approach will continue until a saturation point is reached and there are no new insights to be
gained from the interviews.
16.2 All data collected will be stored on a separate, encrypted hard drive using AES-256-bit
encryption. This includes recordings of the interviews, transcripts and the data files of the
software used to assist in the coding process. The device will then be stored in a fire-proof safe
located at 911 Shaded Water Way, Lutz, FL 33549 for a period of 5 years.
16.3 The interviews will be recorded and then transcribed for coding. The transcriptions will be
used to verify the accuracy of the coding.
16.4 The only identifiable data linked to the interviews will be if the subject is an executive or
salesperson. No personal identifying data will be linked to the interviews data. The data will be
stored for a period of 5 years on a separate, encrypted hard drive using AES-256-bit encryption
located at 911 Shaded Water Way, Lutz, FL 33549. The data will be destroyed using the
Department of Defense guidelines for data overwrite then physically destroying the hard drive.
No data will be shared outside of the research group.
16.5 N/A
Provisions to Monitor the Data to Ensure the Safety of Subjects
17.1 The questions only address the subject’s opinions on aspects of business
17.2 N/A
Provisions to Protect the Privacy Interests of Subjects
18.1 All subjects will be advised before and during the interview that they do not have to answer
any questions they feel would negatively impact their privacy interests.
Compensation for Research-Related Injury
19.1 N/A
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Subject Costs and Compensation
20.1 The subjects will not incur any costs because or participation
20.2 No compensation will be provided to subjects
☒ No Compensation
☐ Tokens (pens, food items, etc.)
☐Other
☐ Financial Compensation (cash, gift cards)
☐ Course Credit (i.e., extra credit, SONA
points)
Consent Process
21.1
☐ Obtaining Signed Consent (Subject or
Legally Authorized Representative)

☐ Obtaining Consent Online (Waiver of Written
Documentation of Consent )
☒ Obtaining Verbal Consent (Waiver of Written
☐ Obtaining Signed Parental Permission
Documentation of Consent)
☐ Obtaining Signed Assent for Children or ☐ Waiving Consent and/or Parental Permission
Adults Unable to Consent
(Waiver of Consent Process)
☐ Obtaining Verbal Assent for Children or
☐ Waiving Assent/Assent is Not Appropriate
Adults Unable to Consent

21.2
Verbal consent would be used for this study
Ongoing consent is not required as the interview will only be conducted one time per participant
The principal investigator will be the only person involved in the consent process with the
participants. The dissertation chairs will be responsible to ensure proper consent has been
obtained prior to the interviews being conducted.
The consent discussion will be conducted immediately after the participant’s agreement but
before the interview commences. The amount of time
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Appendix E: IRB Exemption
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Appendix F: The Overview and Definition Verbiage at the Start of The Interviews
“I'm focusing in the area of sales operations.
I'm doing what's called qualitative research and by interviewing people rather than send out
surveys.
I think it's a better way to get information so I’m interviewing sales leaders and salespeople to
capture their thoughts on sales process
I'm going to be talking to you a little bit about the concepts and the vernacular of what we use in
academia versus what we use in practice and ask you some questions.
I want you to free-flow talk about your thoughts, your feelings, and your insights into some of
these things.
I am going to be recording it on my cell phone so I can have it transcribed to identify
commonalities among what we talked about versus what some other people say in their
interviews.
Hopefully we can get through this relatively quickly there's no right or wrong answers.
If you're unsure of anything just ask me.
What we call sales process or playbooks in practice, is referred to Sales Control Systems in
academic literature.
Again, the goal today is just to ask you a few questions to understand your perspective
I’m focusing on the a few major sales control philosophies:
The first is that companies measure outcome- closing deals, producing revenue
The second is that companies measure behavior- activities, proposals, demo, etc. that help
forecast
The last is a hybrid approach or mix of behavior and outcome
With that in mind, I’d like to learn how is it that you use process to understand what's happening
in the sales team”.
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Appendix G: Interview Questions
Interview questions
1. With that in mind, I’d like to learn how is it that you use process to understand what's
happening in the sales team2. Can you describe the Sales Control System used at your company?
3. All companies use some form of management system to manage the sales team’s efforts.
Whether it be completely focused on booked sales, behaviors, or a combination of both,
why do you use (or believe that your organization uses) the system that you have?
4. What was your role in selecting it?
5. Why do you think the current system was selected?
6. Given the chance, what would you change and why?
7. (For managers) -What changes would you make to better manage the salespeople?
a) How do you think the salespeople would want to change the current
system to improve their performance?
b) What kinds of changes do you think they would want to change to
improve forecasting?
7. (For salespeople) - What changes would you make to improve your performance?
8. Can you say something about the importance of measuring both outcome and behavior in
successfully managing a sales team?
9. What is the typical average sales size?
10. What us the typical length of sale?
11. What is your perspective on the factors that affect your ability to measure outcome and
behavior versus the need to get the data no matter what?
12. Is there anything you would want to measure to increase forecast accuracy or hitting
quota besides just measuring behaviors and outcomes?
13. What do you think I missed or should have asked but didn’t?
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Appendix H: CITI Training Certificate
CITI Ethical cert
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Appendix I: Open Codes and Definitions
Table I1. Open Codes and Definitions
Open Code
1. Accountability levels based on output

Explanation
Behavioral metrics should be scaled based on
sales output

2. Activity predicts outcomes
3. Agreement by seller and management

Behavior metrics lead to sales
Both the salesperson in the sales leader agree
on the parameters of the sales process

4. Balance the Requirements

Ensure a mix of behavior and outcome
requirements
Sales reps with lack of sales have more
behavioral metrics

5. Bottom sellers invite additional behavior
metrics
6. Checking a box for behavior

When behavior metrics are required but not
used explicitly to drive sales

7. Company size drives approach to process Company size and geographic dispersion
dictates the approach for sales process
8. Consistent Measurement is required

Behavior metrics should always be used
regardless of sales achievement

9. Consistent Meetings

Managers and salespeople should meet
regularly and be a top priority

10. Consistent Requirements

The behavioral metrics that salespeople must
meet do not change over time

11. CRM is Important

A CRM is required to build to capture
information
CRM must be configured so it is easy for the
salesperson to add data

12. CRM must be easy to use
13. Culture drives approach to process

The company culture dictates the approach for
sales process

14. Customized process based on products or Specific products or services dictate the
services offered
approach for sales process
15. Develop metrics with the seller

When the salesperson is engaged in order to
contribute to the sales metrics

16. Develop Trust with seller
17. Disparity in systems cause long ramp
times

Managers must build rapport with salespeople
Multiple systems that the salesperson is
required to use or to capture information need
to be aligned or coordinated so there is not
duplication of effort or conflicting data capture
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Table I1. (continued).
Open Code
18. Documented expected behaviors

20. Duplicate Best Practices

Explanation
Sales management should be very clear about
the behaviors that are expected by the
salespeople
Very clear instruction as to what behaviors are
required and how to do them should be
provided to the salespeople
Find out what works and share with the team

21. Effort is required to produce results

Behavior leads to sales

22. Enable meaningful communications

The sales leader and the sales rep understand
what information needs to be communicated
about an opportunity
The sales leader and the salesperson are able to
talk about actual situations occurring without
fear of reprisal by the manager
The sales process is designed in such a way
that they can handle a variety of situations
Implement the sales process in a manner that it
can be adapted for specific situations
Sales reps find ways to manipulate metrics

19. Documented step-by-step instructions

23. Enabling meaningful conversations
24. Flexibility in process
25. Flexible implementation
26. Gaming the System
27. Handcuffed by Legacy Processes

Outdated processes can hamper current sales
efforts

28. Implement a documented curriculum

Ensure the sales process is clearly documented
and instructions are simple to follow
Random or haphazard reinforcement of
behavior metrics
The specific industry dictates the approach for
sales process

29. Inconsistent reinforcement
30. Industry drives approach to processes
31. Industry expert drives approach to
processes

Recognized industry expert dictates the
approach for sales process

32. Inertia drives approach to process

The current sales process has always been used
and never changed

33. Inherited the process

The long-established sales process hasn't
changed

34. Integrate Communication Tools into
CRM

Consolidate the tools the salesperson must use
so their normal activity is automatically tracked
within the CRM
When very little or not enough behavior
metrics are required

35. Lack of activity tracking
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Table I1. (continued).
Open Code
36. Lack of consistent process requirements
37. Lack of Corporate Mandates
38. Lack of CRM
39. Lack of performance drives increased
behavior metrics
40. Lack of proven metrics
41. Lead by demonstrating process
42. Loose Sales Control
43. Management discretion when setting and
measuring metrics

Explanation
Sales processes with constantly changing
requirements
Inconsistent direction from the executive staff
about behavior metrics requirements
Not having a CRM is detrimental to
salespeople
Sales organizations missing goals have more
behavior metrics placed upon them
Metrics have been established but there is no
evidence or proof suggesting that they lead to
increase revenues
Managers must offer proof to salespeople that
the process works
When there is inconsistency in the
requirements set forth of the salespeople
Managers need some latitude to customize the
sales process based on the situation

44. Manager Wants Behavior and Outcome

The sales leader wants both outcome (lagging)
metrics but also behavior (leading) metrics

45. Measure Accountability

Behavioral metrics need to be counted

46. Measure only what matters

Sales processes that have metrics that only
focus on requirements that are proven to drive
sales
Behavior metrics can scale based on a
salesperson’s specific needs and strengths

47. Measurement based on individual’s
strengths
48. Measurements are no longer relevant

When certain behavior metrics can no longer
be tied to sales output

49. Measuring makes sellers accountable

Behavior metrics hold salespeople accountable
despite sales results

50. Must have some process

Some behavioral metrics must be in place

51. Need quality activity

Behavioral metrics that focus on activities that
can be directly traced to sales

52. Needs Accountability

Lacking behavior metrics

53. Proof of past process success

Managers must indicate prior sales wins are
attributed to specific behaviors
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Table I1. (continued).
Open Code
54. Reduced the leading indicators
55. Require tools to do behaviors
56. Requires more structure
57. Requires seller buy-in

58. Resistance to change due to company
culture

Explanation
Minimize the number of behavioral metrics to
only include what the manager can utilize
The proper software tools need to be in place in
order to effectively require and track activities
and behaviors
Additional behavior metrics are required
A sales process established by the sales leader
needs the salesperson to add commentary or
input in order to make it worthwhile or
effective
Executive staff refuses to change the sales
process

59. Resource to support activity

Company should provide adequate resources
that salespeople need to close sales

60. Revise Metrics Regularly

Use a schedule to consistently update metrics

61. Sales leader Dictates Process

The sales leader dictates the approach for sales
process
Sales results dictate the approach for sales
process

62. Seller results drives approach to process
63. Sellers want less accountability
64. Senior Leadership dictates process
65. Set Realistic Goals
66. Skill Level drives approach to process
67. Standardized process across company
68. Sticking with the plan

Sellers do not want to be held accountable for
behavior metrics
The executive staff dictates the approach for
sales process
Set goals that are achievable based on the
current resources and capabilities of the sales
team
The experience of the salesperson dictates the
approach for sales process
All salespeople and all territories should have
the same process
Following the process, no matter what

69. Structure makes things easier

Formal sales process makes selling easier for
salespeople
70. Support and show the benefit of process Demonstrate the benefit of sales process to
salespeople who are no longer producing
to reps who are no longer achieving
acceptable sales
71. Top sellers conform to plan at some level Top salespeople usually follow the sales
process provided to them
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Table I1. (continued).
Open Code

Explanation

72. Turnover hurts focus

Consistent turnover in the sales organization
impedes the salespeople from focusing on
closing
The way the product is sold dictate the
approach of the sales process
Ensure that behavior metrics can be easily
measured and understood
Behavior metrics should reduce a sales
outcome increase

73. Type of sales drives approach to process
74. Understand who is following the plan
75. Variable requirements based on outcome
76. Verify metrics

Metrics should be supported with data
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Appendix J: Sales Leader Axial Codes
Table J1. Sales Leader Axial Codes
Axial Codes
Management-Axial-Alignment on Process

Management-Axial-Capture only what is
useful
Management-Axial-Effective tools are
critical

Management-Axial-Formal Defined
Process

Management-Axial-Management Style

Open Codes
Turnover hurts focus
Agreement by seller and management
Disparity in systems cause long ramp times
Enable meaningful communications
Enabling meaningful conversations
Flexibility in process
Lack of proven metrics
Requires seller buy-in
Sellers want less accountability
Measure only what matters
Need quality activity
Reduced the leading indicators
Set Realistic Goals
CRM is Important
Require tools to do behaviors
Integrate Communication Tools into CRM
Lack of CRM
Consistent Requirements
Documented expected behaviors
Documented step-by-step instructions
Effort is required to produce results
Implement a documented curriculum
Lack of activity tracking
Loose Sales Control
Management discretion when setting and
measuring metrics
Must have some process
Requires more structure
Standardized process across company
Structure makes things easier
Balance the Requirements
Develop Trust with seller
Support and show the benefit of process to reps
who are no longer achieving
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Table J1. (continued).
Axial Codes
Management-Axial-Proof that Process
Works

Management-Axial-Reinforcement

Management-Axial-Required Resources
Management-Axial-Selection of Process

Management-Axial-Seller Professionalism

Management-Axial-Senior Leadership

Open Codes
Activity predicts outcomes
Duplicate Best Practices
Handcuffed by Legacy Processes
Lead by demonstrating process
Proof of past process success
Accountability levels based on output
Consistent Measurement is required
Consistent Meetings
Measure Accountability
Measurement based on individual's strengths
Measuring makes sellers accountable
Variable requirements based on outcome
Verify metrics
Resource to support activity
Resource to support activity
Skill Level drives approach to process
Company size drives approach to process
Culture drives approach to process
Industry drives approach to processes
Industry expert drives approach to processes
Inherited the process
Seller results drives approach to process
Bottom sellers invite additional behavior metrics
Gaming the System
Lack of performance drives increased behavior
metrics
Top sellers conform to plan at some level
Lack of consistent process requirements
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Appendix K: Salespeople Axial Codes
Table K1. Salespeople Axial Codes
Axial Codes
Seller-Axial-Alignment on Process

Seller-Axial-Capture only what is useful

Seller-Axial-Effective tools are critical

Seller-Axial-Formal Defined Process

Seller-Axial-Implementation Strategy
Seller-Axial-Management Style

Seller-Axial-Proof that the Process Works

Open Codes
Turnover hurts focus
Agreement by seller and management
Disparity in systems cause long ramp times
Flexibility in process
Lack of proven metrics
Requires seller buy-in
Sellers want less accountability
Set Realistic Goals
Manager Wants Behavior and Outcome
Measure only what matters
Need quality activity
Lack of CRM
CRM is important
CRM must be easy to use
Understand who is following the plan
Checking a box for behavior
Consistent Requirements
Develop metrics with the seller
Documented expected behaviors
Effort is required to produce results
Lack of activity tracking
Loose Sales Control
Measurements are no longer relevant
Requires more structure
Revise Metrics Regularly
Standardized process across company
Structure makes things easier
Flexible implementation
Develop Trust with Seller
Support and show the benefit of process to reps
who are no longer achieving
Activity predicts outcomes
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Table K1. (continued).
Axial Codes
Seller-Axial-Reinforcement

Seller-Axial-Required Resources
Seller-Axial-Selection of Process

Seller-Axial-Seller Professionalism
Seller-Axial-Senior Leadership

Open Codes
Accountability levels based on output
Consistent Measurement is required
Consistent Meetings
Inconsistent reinforcement
Measurement based on individual's strengths
Measure Accountability
Needs Accountability
Sticking with the plan
Resource to support activity
Culture drives approach to process
Customized process based on products or services
offered
Industry drives approach to processes
Industry expert drives approach to processes
Inertia drives approach to process
Sales leader Dictates Process
Seller results drives approach to process
Senior Leadership dictates process
Skill Level drives approach to process
Type of sales drives approach to process
Gaming the System
Top sellers conform to plan at some level
Lack of Corporate Mandates
Resistance to change due to company culture
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Appendix L: Axial Code Categories—Alignment on Process
Sales Leader Comments
I would say, the one thing is you've got to have buy-in from the sales team. If you
don't have buy in, it's not going to be used. If you give buy-in, keep accountability
and challenge people. You may have to change out your sales team too. Maybe
there's some of them that just don't want to adopt to a model. When you play football
for the Dallas Cowboys, they have a playbook. You don't use the Washington
Redskins playbook you use the Dallas Cowboys playbook because you play for the
Cowboys. If I play for the Falcons, I'm using the Falcons playbook. If I'm going to
work for me or you, we're using our playbooks. If you don't want to use our playbook,
then maybe you don't want to play with us. That's the hard line. You don't want to just
start turning over salespeople because that costs you money too. But part of it is if
you're going to play in our system, then you need to play in our system. With new
recruits, they usually buy into the system
getting acceptance from a team if you're changing a complaint process. And if you're
changing that process to make it better, you need to be able to bring that information
to the team and show them that because of these changes it is going to work and it's
going to make them successful.
If we can use that data and use that information to say, okay, current course and
speed, this is what your world looks like. If using that now we can help figure out
other ways to help you break into these accounts and get more pipelines. Is there a
way to increase some velocity here and get more business, book sooner or something?
Help me help you. I think if they appreciate that that's what we want to do with the
data that you know again.
…when you hire a Top Producing Sales Director, their philosophy is if they can really
back up what they say in the interview you shouldn't care if I run four appointments a
month. If I'm able to crush the quotas that I agreed to, then you really shouldn't be
managing my activity at that level.
Salespeople Comments
You're more likely to do it if you see the benefit to your bottom line to your
pocketbook to your quality of life or to whatever you want to call it. If you can
convey that as a sales leader to them. If you could figure out what matters to that
person, and then paint the picture that whatever you're going to be doing is gonna
allow you to do more of that that you love, or like or need, then typically in my
experience that's how the most successful managers I've dealt with have dealt with
me. They care about me and what I'm trying to do in my life, and they adapt their
messaging accordingly.
I think that's the biggest key. Sales reps will say I don't want to do this because it's a
time suck. If he gives me the excuse you don't need to know that because it's none of
your business. Then I'm going to be coming down pretty hard on saying okay
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I think that there is a mix of some of the Agile type of philosophy where you go out,
you see what's working, you bring it back and you say, Okay, I need to make this
adjustment, this adjustment, and this adjustment
.. you need 40 calls. To me that sounds like is blah blah blah blah blah.
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Appendix M: Axial Code Categories—Selection of Process
Sales Leader Comments
And it also depends on if it's a long sale or a short sale cycle right.
What we do right now are we consider a shorter sales cycle, and that
were 30 days but it's not like a point- of-sale purchase. You might
have to reach out to a customer three or four times. So, it's plotting
what the sales process is going to look like to get the person to a yes
I inherited it from our Chief Operating Officer when I came in.
Okay, he said listen I've used this at________, I've used it
at_______, and it's a proven process. It works and the company
already adopted it and I just took the playbook many good football
players put it under my arm studied it and delivered it
A family owned and operated versus a corporate owned and
operated. The difference in guidelines that are put in place. How a
smaller company versus a larger company and multiple layers that
make those changes based on results.
…the company's legacy was very engineering. It was founded by an
engineer very engineering led. Most of the business process and
most of the controls that resulted in that were very linear, step by
step in a very kind of business rule. It wasn't more marketing or
sales minded. You have companies that are more sales driven and
therefore you get a lot more kind of business process and things
built around that.
… a part of what the company did was interview me on realistic
metrics to find success and reverse engineer based on my 15 plus
years of sales in the digital marketing space. So shared with them
some realistic metrics and then they reverse engineered that into
profitability and what they needed to achieve success in this
division.
Salespeople Comments
… in my view the company culture is the leading thing and people
have to have a process. It has to be enterprise based, rather than
individual based
I think it's processes and I think it's just the DNA and the culture of
this company
I think it's a historical thing it's just what they've been doing forever.
It's transitioned several times while I've been with _____, with our
different leadership.
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Appendix N: Axial Code Categories—Formal Defined Process
Sales Leader Comments
Anything below 30 million you didn't chase. And the reason you didn't is because you had to
allocate engineering resources to develop the solution. You had to fund engineering resources
to work the pursue/no-pursue, qualification, and the bid/no bid processes and that cost money.
You have to have some process; you have to have some playbook. Some playbook has to be
something. It can't just be all numbers related. One of the challenges seen in my past lives is it
really was all about just what were the numbers. Give me your commit, what are your sales,
what are your sales to order and what is your gross profit margin. There needs to be a process of
management on the phone for sellers and a go to market strategy that they believe in and guide
them to the right technology applications, to the right vertical market so if somebody said we're
not going to adopt this there should be some level of a playbook that should be similar to that. I
have to convince the management team that this was something that would be needed in the
company, no matter what.
Salespeople Comments
I think the issue with us right now as far as a growing company is, we need to have more
structures so that we don't confuse the systems of order processing engineering and such after
the fact.
Talking to them and seeing what works, seeing what can be improved on whether it's on a
quarterly basis or a yearly basis. Getting the input from those people I think is key and could
solve a lot of those, or at least listening to them and getting their take on it.
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Appendix O: Axial Code Categories—Reinforcement of The Process
Sales Leader Comments
In every meeting we go over the leading indicators, the lagging indicators we
look at forecasts and the pipeline. We talk about sales strategies or personas
we talked about the value proposition and differentiation, getting to the
decision maker
Really measuring statistics around consistency and recognizing that and
calling it out. How many quarters in a row did this person exceed their
numbers? How many years in a row did this person exceed their numbers? As
a consistent player, what's their consistency factor? I think that's a really
important metric because that's when top sales producers find a way to find
success easier by putting a highlight around consistency
Salespeople Comments
Yes, we do have playbooks and I'm sure ________ has shared those with you.
I would term that as loose because they trained us on at once a year at the
national sales call. The other management team that has flowed down below
that, after the national sales call coming from the upper end, it doesn't seem
like it's consistently reinforced. In our company it's the personas that are
reinforced but the playbook, per se, there's so much in there, that's not
reinforced on a regular basis
…we used to have what we call focus sessions, and we have them with
______ , the one-on-ones. Making certain that you continue to have those
every single week that you can identify what is it that you can do as a
manager to help me be able to succeed and truly being able to listen.
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Appendix P: Axial Code Categories—Capture Only What Is Useful
Sales Leader Comments
Every year we look at the leading and lagging indicators differently. We
just changed our leading indicator for fiscal 2021. We narrowed them
down from 10 initiatives down to six. We reduced the leading
indicators by 40%, because it was too many. We wanted to see the six
things that we wanted to do every week that we're going to drive and
accelerate sales.
I think with a new hire coming in, they don't have a true database so
they're going to be making more dials trying to find the right people or
the contact or best end to that and then it becomes the quality of the call.
So, in the beginning it's quantity, and then it becomes quality.
Salespeople Comments
...but it's the quality of the calls. It's the quality of the content. Don't
measure just the number of phone calls, but the number of quality
conversations. And along with the quality of the conversation. The
quality of the decision maker.
I think what people are doing is playing the system. If you ask for 40
calls and mandate that people are going to find a way to get 40 calls in.
Whether they're bogus or whether they're legit. You're going to put 40
calls in the system
I don't think there's a ton of pushback, but I've definitely seen situations
where you're tracking things that aren't necessarily key performance
indicators that are just kind of a waste of time
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Appendix Q: Axial Code Categories—Proof the Process Works
Sales leader Comments
You can't just tell them this is the new way we're going to do it, especially with on staff,
you have to explain to them why it works. Outcome is going to make them successful
because if you can
There's no way around, x, at the end of the day, what you put in is what we're going to get
out. The activity matters. If we're not following up if we're not doing the right things, if
the right things aren't being done then generally bad things happen.
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